University of Wollongong

Research Online
University of Wollongong Thesis Collection

University of Wollongong Thesis Collections

2014

Insights into middle managers influence on
organisational culture during change:
understanding and replicating positive deviance
behaviours
Deanne Lee Heidrich
University of Wollongong

Research Online is the open access institutional repository for the
University of Wollongong. For further information contact the UOW
Library: research-pubs@uow.edu.au

Faculty of Business
School of Management and Marketing

Insights into middle managers influence on organisational
culture during change: understanding and replicating
positive deviance behaviours

Deanne Lee Heidrich

This thesis is presented as part of the requirements for the
Award of the Degree of Masters of Research
of the
University of Wollongong

August 2014

THESIS CERTIFICATION

I, Deanne Lee Heidrich declare this thesis, submitted in fulfilment of the requirements
for the Award of Masters by Research, in the School of Management and Marketing,
University of Wollongong, is wholly my own work unless otherwise referenced or
acknowledged. The document has not been submitted for qualifications at any other
academic institution.

Deanne Lee Heidrich

i

ABSTRACT
Organisational change, including organisational restructures, impact on the culture of
organisations, often negatively.

Negative organisational cultures impact on

organisational performance. There is a myriad of literature pertaining to organisational
change and organisational culture, however there is a relative scarcity of studies on how
organisations can ensure change is successful and sustainable without impacting
negatively on the culture and performance of the organisation. This study explores the
links between a) how cultural change is best achieved, b) who is best to lead the change
and c) what method should be utilised. The exploration results in a framework which
can be utilised to minimise the negative impact of organisational change on
organisational culture and organisational performance (although this is not tested here),
by utilising the middle manager’s understanding and replication of positive deviance
behaviours as an intervention to influence organisational culture positively.
A longitudinal mixed methodology was undertaken to ascertain if middle managers in a
New South Wales Local Government Organisation, undergoing major organisational
change, could influence the organisational culture positively. The intervention of
understanding and replicating positive deviance by middle managers was introduced
through an action research process. To verify if the intervention resulted in a positive
organisational culture, baseline and post-test cultural analysis was undertaken utilising
the Organisational Culture Index tool.
The practical and theoretical outcomes of the study are significant for organisations.
First, this study demonstrates to organisations that extensive change is possible while
maintaining, or even improving organisational culture. These benefits are achieved
through the use of positive deviance, the application of which is discussed in this thesis.
Second, the paper provides a contribution to theory through the discovery of a potential
Australian social effect which should be considered when developing a cultural change
design. Australia’s cut down tall poppies and belittle their achievements. The current
body of knowledge is limited in studies which explore the social effect of tall poppies
and their negative impact on the success of organisational culture change initiatives and
organisational performance.
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1 INTRODUCTION

1.1

Introduction

This chapter provides a synopsis of the thesis introducing the background and rationale
which led to the study including the identified research gap, the absence of an holistic
study which researches the collective links between a) how cultural change is best
achieved, b) who is best to lead the change and c) what method should be utilised to
achieve the outcome of a positive organisational culture. The chapter subsequently
discusses the resulting research question and propositions to be explored throughout the
study, and finally provides a structural account of the overall thesis.
1.2

Background to the Study

Schein (2004) is widely cited as principally defining organisational culture in a
qualitative context and from a human perspective focussing on the beliefs, values and
behaviours of a defined organisation or team. Through the exposition of these beliefs,
values and behaviours, employees within organisations and individual teams contribute
to the team’s culture and ultimately the organisational culture (Schein 2004, Drew 2009,
Kleiner & Corrigan 1989). An organisation is the sum of its teams (Seidman &
McCauley 2009). Each team’s culture can be markedly different from others in the
organisation. Consequently, to understand an organisation’s culture, its individual teams
must be studied and understood in order to comprehend the sum of the parts and
understand the overall organisational culture (Harris 1976).
Individual teams and their resultant employee behaviours and values create and
influence the culture of the organisation. Herman’s Iceberg Model is a widely accepted
model across management literature to describe these levels of organisation culture
(Guinea & Bratianu 2012). This is model is presented and discussed further in Chapter 2
and suggests an organisation consists of a hierarchy or layers consisting of departments,
teams and employees, each with their own individual subcultures and the collation of
these layered subcultures results in an overall organisational culture (Hsieh & Shannon
2005). These layers are further delineated into visible and invisible layers. The above
the waterline visible components of culture are easily observed and consist of systems,
1

structures, policies and technologies (Guinea & Bratianu 2012). Below the waterline
and out of view, are the hidden aspects of organisational culture consisting of attitudes,
beliefs, values, and perceptions. The visible component of the iceberg represents ‘the
way we say we get things done’. Conversely the invisible component of the iceberg
represents ‘the way we really get things done’. When an iceberg is observed, it is only
possible to see and respond to what is seen on the surface as the rest is hidden.
Similarly, in an organisational culture, we tend to respond to what we see and hear on
the surface without looking deeper and exploring what lies beneath the surface. If the
invisible layers of culture are not deciphered correctly this can lead to a possible
misinterpretation of the artefacts and values and therefore a misunderstanding of the
true organisational culture. Cultural understanding resides in the underlying
assumptions and these need to be deciphered and understood in order to comprehend the
more visible levels.
Briefly summarised, organisational culture is the sum of invisible and visible layers of
employee behaviours, values, artefacts, systems and structures which reflect how
employees operate within the organisation to get things done.
One of the few organisational culture change models which considers the visible and
invisible layers of culture was developed by Cooke & Lafferty in 1988. In their work
they developed a tool for organisational analysis called the Organisational Culture Index
(OCI). The OCI was developed to focus principally on the layers of an organisation’s
culture and their integration. The OCI seeks to measure and expose the invisible layers,
the behavioural norms and assumptions operating within an organisation, a section or a
team. After deciphering these invisible layers which occur with the subcultures, the
decision of who in the organisation is the best to lead and influence the organisational
culture change must be made.
The debate over who is in the best position in an organisation to lead and influence
cultural change continues, with the majority of the literature focusing on a top down
problem-centred approach (De Witte & van Muijen 1999).

In this approach, the

executive team in an organisation usually determines what the problem is and then
determines a solution. This approach fails to acknowledge a number of factors which
include, subcultures, visible and invisible layers of organisational culture, participation
of employees in the solution, potential negative impacts of change on employees and is
2

based on an assumption the executive are in the best position to influence organisational
culture. Executives and leaders at the top of the hierarchy can espouse and encourage
new behaviours however, employees rarely interact with the executive and therefore are
not influenced by their behaviours. Bottom up leaders are more accessible to
employees, often have stronger relationships and consequently are able to influence
behaviours of employees on a daily basis.
As discussed, the determination of the problem and solution by the executive fails to
recognise the participation of employees in the solution. This process is referred to as a
problem-centred approach whereby the solution to the problem is determined by
management and commences with a ‘what is wrong’ discussion. Secondly, the solution
is normally determined by executive and does not include the participation of
employees in the process of determining the solution. This results in a solution which
often does not consider operational requirements and also has no buy-in from
employees. Alternatively an opportunity-centred approach is a participatory approach
which is inclusive of employees in determining the best solution based on what is
currently working as a starting point. This approach acknowledges the subcultures and
has buy-in from employees resulting in a solution which is more likely to succeed than a
top down non-participative approach.
1.3

Rationale for Study

An exploration of the literature acknowledged the connection between leadership’s
influence on organisational culture during change and ultimately organisational
performance. Walumbwa (2010) found this connection to be imperative for
organisational performance. The connections between the behaviour and actions of
leaders (leadership), employees feeling engaged (culture), and a resulting high
performing organisation (performance) are discussed further in Chapter 2. The current
body of knowledge is deficient in studies which focus on a framework of organisational
culture change in the context of a major organisational change such as a restructure.
Namely, a framework which includes the components of organisational culture (what),
the influencers of organisational culture (who), and the method utilised to change the
culture (how).
Organisational change, including organisational restructures, impact on the culture of
the organisation, often negatively. Connor (1992) states that change which employees
3

believe they have no control over, leads to “feelings of victimisation and
unempowerment, … covert undermining of organisational leadership, and actively
promoting a negative attitude in others” (pp. 55). Managing the consequences of change
where employees feel that they have no input, threatens their job security and reduces
job satisfaction and ultimately impacts negatively on organisational culture and
organisational performance (Bruhn 2004 and Probst 2003). Organisations must ensure
that this negative impact is managed through the utilisation of effective leadership to
ensure employees do not feel disempowered (Connor 1992 and Roan, Lafferty &
Loudoun, 2002).
High performing organisations have leaders who are able to influence employee
satisfaction and organisational culture (Maurer 2010). These leaders create an
environment that is conducive to high performing employees and ultimately
organisational performance. The influencing behaviours of effective leaders create,
change, develop and influence behaviours within organisations. Effective leaders are
aware of their values and beliefs and focus on building their employees strengths and
thinking. An alignment of leaders and employees behaviours and values, builds high
quality relationships and trust (Walumbwa 2010). These high quality relationships and
trust are conducive with a positive and engaging organisational culture and ultimately
organisational performance.
Influential leaders are from across hierarchical levels of the organisation, not just from
the leaders sitting at the top of the organisational hierarchy. Leaders who have many
influencing points across the organisation are very effective in influencing the
organisational culture and often sit within the hierarchical structure of middle
management.
Middle management are those managers who are subject to management from ‘above’
and at the same time manage those ‘below’ (Ogbonna & Wilkinson 2003). They are
positioned between the managers who are developing the strategic direction of the
organisation and the managers who are managing the day to day operations. Middle
management, unlike other levels of management, have the advantage of having multiple
access points to influence decision makers – up (executive) and down (operational
supervisors). Middle managers often form the largest single group of managers within
an organisation and therefore their collective behaviours, rituals, customs and practices
4

are observed by employees above and below in the hierarchy. Middle managers
understand and contribute to the overall organisational strategy and the context by
which the strategy is developed, as well as having access to, and understanding of, the
operational levels of the organisation, and the subcultures and complexities which lie
within. This in turn provides this group of managers with a strong potential for
influencing and positively impacting organisational culture through their participative
approach.
How cultural change is undertaken in an organisation is imperative to effective and
sustainable cultural change (Ladkin & Taylor 2010). Often cultural change initiatives
are undertaken in a top down, problem-centred non-participative approach.
Alternatively, positive deviance as a cultural change process, is a participative
opportunity-centred approach to cultural change which commences with what is right;
the positive (Crom & Bertels 1999). When working towards a positive culture it makes
sense to look forward and focus on the positive. Looking backwards often focuses on
what used to be, being predicated on what the problems are. Positive deviance is used to
explore positive behaviours particular to individuals identified as high performing and
specifically explores the subculture complexities surrounding these high performing
individuals. What differs in the subculture; beliefs, values and behaviours, surrounding
these individuals as opposed to other individuals. The process of identifying positive
deviance implicitly and explicitly involves people being involved in the journey of
identifying the solution (Lewis 2009).
1.4

The Research Question

Through the research design it is predicted within the context of organisational change,
middle managers will through the demonstration of positive deviance behaviours and
their many influencing points in the organisation, impact positively on the
organisational culture. This translates into a concise research question:
In the context of organisational change, can middle managers influence organisational
culture positively through the intervention of understanding and replicating positive
deviance behaviours within their teams?

5

It should be noted that this study will examine the leader’s influence on organisational
culture in the context of a major organisational change. The measurement of
organisational performance is beyond the scope of this study.
1.5

Structure of Thesis

This study commences with an exploration of the literature to understand the current
knowledge in the context of the connections between leadership, organisational culture
and organisational performance (Chapter 2). This exploration will reveal a research gap
in respect to the absence of a holistic study which researches the collective links
between a) how cultural change is best achieved, b) who is best to lead the change and
c) what method should be utilised to achieve the outcome of a positive organisational
culture. The research gap will lead to the development of a research framework (Figure
2.9) which aims to examine the research question and propositions which predict that:
in the context of a major organisational restructure, middle managers will, through the
demonstration of positive deviance behaviours and their many points of influence in the
organisation, influence the organisation culture positively.
Chapters 3-5 describe the research design and methodology selected to undertake the
study and answer the research question. The methodology is segmented across three
chapters.

Chapter 3 outlines the overall methodology for the study proceeded by

chapters 4 and 5 which outline the methodology and findings of the individual two key
phases of the study; Phase One: Intervention Phase, and Phase Two: Cultural Analysis
Phase. The methodology is a mixed methods approach utilising in-depth one-on-one
interviews, directed content analysis and management coaching as the qualitative phase
of the methodology and a baseline and post-test cultural analysis test as the quantitative
phase of the methodology.
Chapter 6 of the study considers the findings of the qualitative and quantitative phases
of the study and discusses the significance of these findings in the context of research
question. The study concludes with Chapter 7 outlining the study’s contribution to
practice and theory, the limitations of the study and recommendations for future
research.

Figure 1.1 illustrates the overall structure of this study.

6

Figure 1.1 - Thesis Structure

1.6

Conclusion

This first chapter provides a background and rationale to the study, and a broad
overview of the current body of knowledge within the context of the connections
between leadership, organisational culture and organisational performance. A summary
of the methodology employed for this research was also provided along with an overall
illustration of the thesis structure. The following chapter provides a comprehensive
review of the literature cascading into the identification of a research gap and the
subsequent development of a research question and research framework.
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2. LITERATURE REVIEW
“The culture of a company is like a prism through which its management views the
world”
(Kleiner & Corrigan,1989, p.27)
2.1

Introduction

The previous chapter provided an introduction, background and rationale for the
research and an overview of the thesis structure. This chapter will explore, integrate and
summarise the current body of knowledge across the literature pertaining to the nexus
between organisational leadership, organisational change, organisational culture and
organisational performance.
This chapter examines organisational culture in the context of organisational change.
This will allow us to understand how organisational culture change may be
implemented within an organisation and what is the most appropriate framework to
manage this cultural change. The chapter will go on to examine who has the most
influence in managing and implementing the organisational culture change initiative
which can result in increased positive leadership behaviours in the organisation. The
connections between positive leadership behaviours specifically positive deviance
behaviours (PD), increased positive organisational culture and ultimately increased
organisational performance is deconstructed to identify the gaps within the current body
of knowledge and inform the research question. Jones’ (2006) model (Figure 2.1) aptly
illustrates this nexus between the behaviour of leaders (leadership), employees feeling
engaged (culture) and high performing organisations (performance).

Figure 2.1 – Leaderships relationship with culture and organisational performance (Jones 2006,
p.3)
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The focal purpose of this literature review is to identify gaps within the current body of
knowledge and consider the connections between key concepts to develop a conceptual
framework of organisational culture change which will inform the research design of
the study.
2.2

Organisational Culture

The term ‘culture’ has evolved over centuries and is not an original concept but instead
was “borrowed from anthropology, where there is no consensus on its meaning”
(Smircich 1983, p.339). Before the 1980s, organisational culture was seldom described
from a human perspective. Organisational culture was characteristically described in a
quantitative context, focusing on the measurement and observation of whole of
organisational conditions, such as structure, financial performance and customer service
complaints (Schein 2004).
In more recent times, organisational culture is principally defined from a human
perspective, in a qualitative context focussing on the beliefs, values and behaviours of a
defined organisation or team (Schein 2004). Through the exposition of these beliefs,
values and behaviours, employees within organisations and individual teams contribute
to the team’s culture and ultimately the organisational culture (Schein 2004, Drew 2009,
Kleiner & Corrigan 1989). An organisation is the sum of its teams (Seidman &
McCauley 2009). Each team’s culture can be markedly different from another team’s
culture. To understand an organisation’s culture, its individual teams must be studied
and understood in order to comprehend the sum of the parts and understand the overall
organisational culture.
Smircich (1983) provides a different perspective in defining culture. Requiring the
researcher to reflect on their own paradigms and ask, does the organisation have a
culture or is it a culture? The answer to this question will determine how a researcher
studies an organisation’s culture, from a perspective of culture as a variable
(organisation has a culture) or as a root metaphor (organisational is a culture). Culture
as a variable studies the phenomenon as a causal factor that can be used to predict an
outcome. For example, the values and behaviours of individuals (culture) cause or
influence other variables such as employee satisfaction, organisational performance
(outcome).

The shortcoming of this perspective is the difficulty of defining what

culture is and what to change to achieve the variable outcome.
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Smircich (1983) second perspective refers to culture as a root metaphor, focussing on
the study of how employees create cultures and how they are impacted by the culture.
The interpretation of an organisation ‘is’ the culture in contrast to the organisation ‘has’
a culture. For example, research in organisational culture under the root metaphor
perspective would result in a description of the organisation as a culture rather than a
cause and effect variable outcome.
Contrary to Smircich’s (1983) view, Denison (1996) considers there is a real risk in
culture being reduced to just another variable to measure organisational performance, as
this assertion fails to recognise the human perspective of culture and reduces culture to
a quantitative measure. Alternatively, Jones (2006) clearly postulates the connections
between culture as a variable impacting on organisational performance. This thesis will
focus on the cause and affect perspective in the exploration of the middle managers
influence on organisational culture through understanding and replicating positive
deviance behaviours within their teams. Positive deviance behaviours will be discussed
further within the chapter. This perspective aligns with the author’s constructivist view
of the world that assumes there are multiple realities based on an individual’s
experiences and interpretations and supposes perspectives on reality can change with
further information and interactions between individuals (Guba & Lincoln 1994).
Within this root metaphor paradigm, an organisation’s employee behaviours and values
create and influence the culture of the organisation. An organisation consists of a
hierarchy or layers comprising departments, teams and employees, each with their own
individual subcultures and the collation of these layered subcultures results in an overall
organisational culture (Hsieh & Shannon 2005). The literature acknowledges the
existence of subcultures within an organisation, however the influence of these
subcultures is somewhat debated. Some portray subcultures as being the failure of
organisational change initiatives whereas others portray subcultures as being the place
to commence when developing a change initiative. Although this debate still continues,
what is agreed upon is the presence of organisational subcultures as a subset of the
overall organisational culture (Boisnier & Chatman 2002).
In addition to hierarchical layers, the subcultures themselves have layers, both visible
and invisible. Drew (2009) confirms the existence of differences between the visible
layers of policies, codes and structures and the invisible layers of practices in
10

organisations. The visible layers are overtly demonstrated in the beliefs, values and
behaviours that each employee is expected to exhibit, a company’s Code of Conduct or
the physical layout of offices are examples of this. The visible layers of values and
expected behaviours may be depicted on posters and mouse pads to remind employees.
Underneath this visible demonstration of employee behaviour is a further hidden layer
which includes behaviours displayed outside of management’s view. These are the
behaviours that are talked about around the office kitchen where the rules are actually
not espoused (Drew 2009).
As Maurer (2010) humorously points out in respect to the beliefs, values and behaviours
within an organisation; “... your organisation says it respects individuals, teamwork,
diversity, innovative thinking, and so on. Who wouldn’t say that?” (p.1). This statement
is a demonstration of the cynicism of employees who are resistant to, or question, an
organisation’s publicly espoused views while understanding that the reality may be
somewhat less idealistic. This layering effect has been identified and illustrated in
various theories and models across the literature (Ghinea & Bratianu 2012; Schein
2004; and Cooke & Rousseau 1988).
A chronological analysis of prevalent cultural models is discussed below to demonstrate
the salient elements of the visible and invisible elements of culture. This provides the
reader with an overview of their interactions.
2.2.1

Herman’s Iceberg Model

Herman (1970) used a floating iceberg to illustrate the complexities of culture (Figure
2.2). The majority of an iceberg is hidden below the waterline and is invisible.
Similarly, the majority of an organisation’s culture is hidden (covert); the values, group
norms and attitudes which employees display as part of ‘the way we really get things
done’. The visible (overt) aspects of an organisation’s culture are visible and apparent to
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the outside world; the services, financial resources, policies and procedures display ‘the
way we say we get things done’.

Figure 2.2 - Herman’s Iceberg Model (Guinea & Bratianu 2012, p.262)

2.2.2

Schein’s Three Levels of Organisational Culture

Schein’s (2004) presents a model of organisational culture which is similar to Herman.
The Schein model originated in the 1980s and illustrates the complexities of
organisational culture by dissecting the culture into three distinct levels (Figure 2.3)
artefacts and behaviours, espoused values, and assumptions (Schein 2004). The model
suggests that artefacts and behaviours are the visible, tangible, overt or verbal elements
in the organisation, such as the building, furniture, dress code and the language. Even
though these are highly visible within an organisation they are sometimes difficult to
decipher. Schein (2004) uses the analogy of the Egyptian pyramids to explain, “[t]he
Egyptians built highly visible pyramids, but the meaning of the pyramids in each culture
was very different” (p.24).

12

Figure 2.3 - Three Levels of Organisational Culture, (Schein 2004, p.26)

At the second level, the espoused values and beliefs of an organisation, are the rules of
behaviour, and how employees are expected to behave in any given situation, an
organisation’s value statement often displays the espoused values and beliefs, an
example being; ‘Use the community’s money wisely’. Schein (2004) offers caution as
often employees will recite the espoused values and beliefs, however, in practice the
employees do not demonstrate them. Employing the example of ‘[u]se the community’s
money wisely’, employees will claim this while in reality they waste money due to poor
project planning (Schein 2004).
Finally, there are the assumptions which are deeply entrenched in an organisation and
are usually unconscious, taken for granted thoughts and perceptions (Schein 2004).
These constitute the core of the culture. Assumptions are typically so well entrenched
they are hard to recognise from within the organisation. For example, if an employee is
sitting at their desk seemingly unoccupied, two opposing assumptions about the culture
could be made. One, the culture is one of laziness and time wasting. The other
assumption is that culture is one of reflection and problem solving. Management’s
actions across the organisation may be driven by one of these assumptions. If the
operating belief is that the behaviour is a result of laziness, the employee might be
reprimanded, however, if the belief is that the behaviour is connected to reflection and
mental work, the employee might be rewarded. Schein (2004) suggests organisational
culture can be studied at any of the three levels, nevertheless if the basic assumptions
are not deciphered correctly this can lead to a possible misinterpretation of the artefacts
and values. Culture rests in the underlying assumptions. These underlying assumptions
13

are required to be studied, deciphered and understood in order to comprehend the more
visible levels of an organisation’s culture.
Denison (1996) offers a different perspective from Schein’s (2004) determination that
assumptions, thoughts and perceptions constitute the core of the culture.
“[H]ow they behave … what stories … are told ... It could be argued that these are
of marginal importance compared to, for example, the organisation’s hierarchy
and the way in which work is organized, controlled, and carried out”. (p.629)
The disagreement between where the core of the culture lies within an organisation
continues, however the important aspect of this disagreement is the acknowledgement
there are different layers of culture. The first two models discussed, Herman’s Iceberg
Model (1970) and Schein’s (2004) levels of organisational culture, do not adequately
illustrate the relationship and integration across the layers, accounting for the layers as
separate and not having influence on each other (Denison 1996).
The use of models employing depictions of circular integrated rings began to emerge in
the literature illustrating and demonstrating a maturity in understanding of the
integration and influence of the different layers within an organisation’s culture.
2.2.3

Cooke and Rousseau’s - Layers of Culture

Cooke and Rousseau’s model (1988) was one of the first emergent models to employ
rings to illustrate culture as a layered integrated affect (Figure 2.4). The outer rings
depict the visible signs of culture including systems and processes and the inner rings
depict the hidden signs of culture including the assumptions and behaviours that lie
beneath the visible signs. As the outer layers of culture are more visible they can be
straightforwardly deciphered utilising a non-participatory structured approach that
requires no interaction with employees. The deeper invisible layers of culture can only
be studied through a participatory approach utilising intensive observations, interviews
and the involvement of employees to ensure the invisible layers are understood and not
at risk of being misinterpreted. The integration of the visible and invisible layers is
acknowledged by Cooke & Rousseau, (1988) as being a part of the thinking behind the
model however the model does not clearly illustrate this integration and is embryonic in
its depiction.
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Figure 2.4 – Developed from Cooke & Rousseau Theory - Layers of Culture, (Cooke &
Rousseau 1988)

2.2.4

Organisational Culture Index

Cooke teamed with Lafferty in 1988 to refine and develop a more mature model of
organisational culture which reflected the integration of the visible and invisible layers
of culture. The Organisational Culture Index (OCI) was developed to focus principally
on the layers of an organisation’s culture and their integration. The OCI seeks to expose
the behavioural norms and assumptions operating within an organisation, a section or a
team, to reveal the actual behaviors employees believe are required to be demonstrated
to be successful and ‘fit in’ in the organisation. Cooke & Lafferty (2005) define this
invisible layer as, “[t]he behaviors that organisational members believe are required of
them in order to fit in and meet expectations within their given organisation” (p.56).
The invisible layers of culture contained with the OCI are described as behavioural
clusters; constructive, passive/defensive and aggressive/defensive (Figure 2.5). Cooke
& Lafferty (2005) found organisations which display a dominance across the
constructive behavioural cluster are more effective organisations than organisations that
display a dominance across the passive/defensive and aggressive/defensive behavioural
clusters. Organisations with dominant constructive behaviours employ staff who are
encouraged to interact with people and approach tasks in ways that help them meet their
higher-order satisfaction needs. This finding conforms with Crom & Bertels (1999)
notion of positive deviance behaviours and their alignment with high performing
individuals.
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Organisations with dominant passive/defensive cultures employ staff who believe they
must interact with people in ways that will not threaten their own security. Further,
organisations with dominant aggressive/defensive cultures employ staff who are
expected to approach tasks in forceful ways to protect their status and security (Figure
2.5).
These three behavioural clusters are further segmented into twelve integrated
behavioural styles. Each of the twelve behavioural styles have a set of behaviours which
sit underneath them describing what you would expect to see and hear if you observed
and interviewed employees within a team or an organisation displaying these
behavioural styles (Figure 2.5).

Figure 2.5 - Diagram illustrating the behavioural clusters, styles and underlying behaviours in
the OCI (Adapted from Suzmal 1998)

In summarising the models above, it is deficient to simply examine the visible layers of
an organisation and assume an accurate construal of an organisation’s culture. Schein
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(2004) recommends a deeper examination through a “the cultural lens”.
“Observation is not enough, as our own interpretations of the observations will
be based on our biases (our lens) and our context as researchers. Our
interpretations will be different in the context of an organisation’s culture and
the forces that operate in the organisation’s groups and employees” (Schein
2004 p.27).
As such, culture must be examined at the subculture level. Several perspectives on
culture have been provided, all with one common theme; culture as a variable of
leadership and organisational performance. This thesis will focus on the OCI model as
an intervention tool and as a means to examine and measure organisational culture as a
variable. This methodology will be discussed further in Chapters 3, 4 and 5.
2.3 Influence of Organisational Culture on Organisational Performance
For the purposes of this thesis, organisational performance is ‘how effective an
organisational is in achieving the outcomes it strives to achieve’ (Carney 2006). Often,
organisational performance is thought of as financial performance, especially in forprofit organisations. However, there is more to the measurement of organisation
performance than financial success. Carney’s (2006) work in the not-for-profit sector
describes organisational performance as not solely measured through financial
performance (profit); organisational performance should also be measured through other
factors such as quality of service, job satisfaction and customer satisfaction.
Sempane (2002) found a significant positive correlation between organisational culture
and job satisfaction. Sempane (2002) cites corresponding findings with studies
conducted by Schneider & Snyder (1975), finding positive relationships between job
satisfaction and organisational culture. Jones (2006) supports this view and expands on
the definition of organisational performance. His research reveals a strong link between
positive organisational cultures and sales growth, reduced turnover, higher product
quality and higher levels of affective commitment in staff. Drew (2009) and Fredrickson
(2003) report that when people are content, their thinking becomes more creative,
integrative, flexible, and open to information. These findings have implications for
organisations as increasing an employee’s job satisfaction increases their perception of a
positive organisational culture and therefore organisational performance.
Appelbaum (2007) describes organisational culture as being the product of good and
bad behaviours in an organisation. He labels these behaviours as toxic or non-toxic
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behaviours. Toxins in an organisation will affect the job satisfaction of employees, their
motivation and sense of engagement and ultimately, an organisation’s overall
performance in meeting its desired outcomes or strategy. North America alone loses in
excess of $US200 billion each year due to employee’s toxic behaviours. The cause of
approximately 30 percent of all business failures was due to these toxic behaviours
(Appelbaum 2007). This statistic is supported by a correlational analysis by Balthazard
(2006) establishing a positive correlation between constructive leadership styles and
organisation performance, and conversely the negative impact dysfunctional behaviours
have on both individuals and organisational performance. These findings confirm
having a strong organisational strategy is not enough for an organisation to be effective.
Organisations must have a positive organisational culture as well (Spencer 2013).
Akin to this view, Spencer (2013) cites a famous quote from management consultant
Peter Drucker as declaring, “[c]ulture will eat strategy for breakfast” (p.58). Aside from
the requirement for an agreed organisational strategy, the requirement for a strong
positive organisational culture is essential for effective performance of an organisation.
Suggesting merely having an organisational strategy is not enough to achieve
organisational performance, organisations must develop the strategy in the context of
the organisational culture (Schein 2004; Appelbaum 2007; Balthazard 2006; Cartwright
1993; Sempane 2002; Carney 2006 and Jones 2006). Further, as per Jones (2006) the
connection between leadership and its influence on organisational culture and
organisational performance must be considered.
2.4 Leadership and its Influence on Organisational Culture and Performance
Research has found that high performing organisations have leaders who are successful
in being able to influence employee satisfaction and organisational culture (Maurer
2010). These high performance organisations have leaders from all hierarchical levels
of the organisation influencing cultural change, not just from the leaders sitting at the
top of the organisational hierarchy. The success of being able to influence employee
satisfaction is not based on hierarchy, it is based on a variety of factors including the
ability of the leader to utilise constructive leadership behaviours to build high quality
relationships with employees.
Drew’s (2009) research provides insights into who within an organisation has influence
over staff commitment and job satisfaction which ultimately result in the development
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of the organisation’s culture. He advocates that the greatest organisations are not built
on good ideas alone, but on the behaviours of leaders who primarily and persistently
create an environment that is conducive to organisational performance. Mulki (2006)
asserts that a leader’s behaviour and leadership style directly influences the job
satisfaction and employee attitudes. How effective a leader is in influencing employee
behaviour depends on a variety of factors. Leadership is just one of these factors. A
recent study by Tripathi & Tripathi (2009) found effective leaders use different
strategies to influence depending on who they are trying to influence in an organisation.
An upward influencing strategy is used to influence superiors, a downward strategy is
used to influence subordinates, and lateral strategy is used to influence peers. The
effectiveness of these influencing strategies results in improved job satisfaction, peer
buy-in and manager support, resulting in an increased organisational culture and
performance. Their conclusions have implications for organisations, in so far as
reinforcing the importance of leaders having many points of influence (Tripathi &
Tripathi 2009). Conversely, top down strategies may lead to employees feeling
disengaged from the organisation and displaying behaviours such as work avoidance
which will ultimately impact on the organisational culture (Probst 2003).
The influencing strategies of leaders can actually dampen negative behaviours to ensure
the continuance of positive employee behaviours and ultimately ongoing positive
organisational culture. Leaders influence the organisational culture and practices
through the display of their own behaviours (Tripathi & Tripathi 2009). Effective
leaders display positive leadership behaviours and empower their employees with the
confidence and trust they need to display self-initiative and autonomy (Ilies, Morgeson
& Nahrgang 2005). This initiative and autonomy allows employees to make empowered
decisions and creates a wave effect across the organisation motivating positive
behaviours among wider groups of employees. Effective leaders are aware of their
values and beliefs and focus on building their employees strengths and behaviours. An
alignment of the leaders and employees behaviours and values builds high quality
relationships and trust (Walumbwa 2010). These high quality relationships and trust are
conducive with employees wanting to help the leader over and above their job
description, thus creating a positive and engaging organisational culture and ultimately
organisational performance. Walumbwa (2010) found this relationship an imperative for
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organisations “seeking to leverage their human capital to optimise organisational
performance” (p.902). This finding is also supported by the notion of positive deviance.
Teams with leaders displaying positive deviance behaviours are found to have a more
constructive culture than teams with leaders which display less constructive behaviours
(Crom & Bertels 1999).
Leaders create, change, develop and influence new artefacts and behaviours within
organisations. Schein’s (2004) studies in the field of organisational development
established a guide for organisations and leaders to actively promote the desirable and
functional behaviours and the ‘unlearning’ of the dysfunctional behaviours is key to
changing the organisational culture. Schein (2004) observed some leaders are able to
identify the dysfunctional behaviours in the organisation, identify their own learned
behaviours which contribute to these dysfunctional norms and change their behaviours
to ensure the evolution of the culture into a positive culture. He observed these leaders
displaying a number of different behaviours, including working with other leaders to
cumulatively achieve the desired cultural change.
Central to leaders being able to identify their own learned behaviours is the ability to be
self-reflective. Drew (2009) found a leader’s ability to engage the commitment of their
staff depends on the leader’s understanding of themselves and the organisational
culture. Amongst other qualities, effective leaders seek to gain knowledge and input to
maintain their self-awareness and an ongoing understanding of themselves (Rego,
Sousa, Marques & Pina e Cuha 2012). Conversely, aggressive leaders utilise power and
force to get the job done in the short term. Power and force as a motivator is not
sustainable in the long term. Employees need to be actively engaged in an organisation
and want to achieve the organisation’s goals. Employees quickly disengage from
aggressive leadership, impacting negatively on the achievement of organisational
outcomes and performance (Probst 2003 and Ladkin & Taylor 2010). A Korean proverb
appositely captures this sentiment; “Power lasts ten years; influence not more than a
hundred”, suggesting influence is more effective that the use of power. Cooke &
Rousseau’s (1988) organisational culture model specifically deconstructs the influence
of passive, aggressive and constructive behaviours and their impact on employee
satisfaction and organisational culture and is utilised to raise self-awareness of
leadership behaviours.
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Ladkin & Taylor (2010) found leaders who have very little self-awareness of their own
behaviours, may be able to display and imitate positive behaviours for a short period,
but this is not sustainable. If leaders do not truly see the benefit of these positive
behaviours, they will display them sporadically and without authenticity. Employees
may accept these sporadic leadership behaviours initially, however the leaders will
eventually involuntarily display and express their natural behaviours (to use the
example above – power). Employees will observe this as unauthentic and this will have
a negative impact on the sustainable outcomes of the organisation. Ladkin & Taylor
(2010) write “those who ‘tried out’ other ways of behaving were in the long run more
successful at finding ways of being which were not experienced as ‘fake’, but which
also incorporated new ways of being” (p.71). When leaders ‘try out’ other positive ways
of behaving which are different from other leaders, these behaviours are referred to as
positive deviance behaviours.
The impact a leader has on the behavior of an individual depends on the level of
professionalism, the technical requirement for the position and the level of supervision
required for the position (Tsui, Zhang, Wang, Xin &Wu 2006). The more interaction
and support and guidance an employee needs, the more influence the leader has, or is
perceived to have on the employees behaviour and therefore collectively the
organisational culture.
The next section will examine methods of cultural change which challenge the
traditional methods of top down problem-centred non-participative approaches.
2.5 Methods of Organisational Culture Change
“Change management has been defined as the process of continually renewing an
organisation’s direction, structure, and capabilities to serve the ever-changing needs of
external and internal customers”
(Todnem 2005 p.369)
As discussed in the previous section, when examining an organisation’s culture
practitioners need to examine the visible and invisible layers of culture and their
integration and influence on each other before forming an opinion and ultimately
developing a cultural change initiative. A change initiative developed to work in one
team will not necessarily work across the organisation. Each individual subculture will
require examination and development of an individual change initiative responsive to
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the invisible layers specific to the team (Schein 2004).
“Cultural change in an organisation is the sum of changes made by each
individual. To create meaningful cultural change, the change agent has to
change individual behaviours and values one person at a time. Thus, to be
effective, we need to focus on the ways in which individuals change. The
challenge is to change sufficient numbers of people and completely enough to
transform the culture of the organisation” (Seidman & McCauley 2009, p.29)
Two common themes emerge within organisational change literature; change occurs
more rapidly than ever in this current business environment and can occur in varying
sizes and contexts (De Witte & van Muijen 1999; Kleiner & Corrigan 1989 and
Todnem 2005). However, there is little research which specifically purports to recognise
the visible and invisible layers of culture as variables for successful change coupled
with the recognition of subcultures and the requirement to ensure each of these
subcultures is treated as individual cultures and therefore a one size fits all approach to
cultural change cannot be employed across an organisation. A number of organisational
change frameworks are presented below to demonstrate these variations, some
traditional methods and others which come from a more contemporary approach.
Traditional methods of organisational change begin with the researcher having
considerable knowledge of the relationships between the middle managers and full
knowledge of what the issue is and seeks to `discover new facts, verify old facts, and to
analyse and measure cause and effect’.
The models described further in this chapter will commence with more traditional
methods of cultural change including problem-centred approaches. Alternative
approaches are also discussed including opportunity-centred approaches which
specifically focus on a participative style of engagement with employees.
2.6 Influence of Organisational Change on Culture and Performance
It is agreed that the rate of change has never been greater than in the current business
environment (Todnem 2005). The manner in which organisations respond to change
ultimately impacts on organisational culture and organisation performance (Connor
1992). The current body of knowledge explores in detail the relationship between the
success of an organisational change initiative being dependent on an organisation’s
culture, however there are fewer studies which explore the impact organisational change
can have on culture (Austin & Ciaassen 2008).
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Burnes (2004) states that around 70 percent of all change initiatives fail due to a
deficiency in leadership skills to manage the change. An in-depth understanding of what
Burnes (1996) refers to as “strategy, structure, systems, people, style and culture”
(p.14), is required to ensure the change initiative is successful. He argues “successful
change is less dependent on detailed plans and projections than on reaching an
understanding of the complexity of the issues concerned” (p.13).
Leaders with high emotional intelligence are more likely to create an environment in
which change is successful than leaders with lesser emotional intelligence. Goleman
(2002) established that leaders with high emotional intelligence possess four
competencies; self-awareness and self-management, known as personal competence and
social awareness and relationship management, known as social competence. “Each
leadership style contains varying degrees of the emotional intelligence” (p.88).
Goleman’s (2002) research provides connections between these competencies and
leadership styles and their impact on organisational culture and performance outcomes.
He asserts a leadership style which is visionary, affiliative and democratic can create a
culture which is enthusiastic and inspiring for employees and adaptable to change thus
improving organisational culture and performance outcomes.
Connor (1992) expands on the importance of leadership in implementing change and
pays particular attention to the affect that change has on employees, including decreases
in job satisfaction and increases in behaviours such as sabotage. He, along with Roan,
Lafferty & Loudoun, 2002 found that an effective leader can influence the way in which
people receive and respond to change and therefore reduce the potential negative impact
of the change process on the organisational culture. He stresses the failure of a change
process is attributed to the leadership approach undertaken to manage the change; a top
down or bottom up approach, a participative or non-participate approach, a problemcentred or opportunity-centre approach and finally an understanding of the complexities
of the subcultures within the organisation. These approaches and their implications are
discussed further within the chapter.
2.6.1

Problem-Centred Approaches to Cultural Change

2.6.1.1 Kotter’s Eight Step Change Model
Kotter (1998) developed an eight-step linear change model in the 1990s based primarily
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on organisational change in the corporate sector. His research across one hundred
organisations identified eight key lessons which were subsequently combined to
become the Eight Step Change Model. Encompassing the steps of establishing a sense
of urgency for the need to construct the change and the enlistment of a coalition of
leaders with enough influence across the organisation to lead and champion the change.
The influence of the leaders is imperative to ensure clear communication channels are
established to act as a vehicle to consistently and frequently convey the vision of the
change initiative and empowering employees to act (Kotter 1998). This approach is
reflective of Jones’ (2006) view of the importance of the influence of leadership,
however it is not specific in relation to which leaders should be utilised as the drivers to
change.
Smith (2010) cites Kotter in prescribing the process of change as transformational and
linear and should be worked through step by step as there are pitfalls at every stage
which need to be managed, such as ensuring continuing forward momentum, leading by
example, taking time and not rushing the change and ensuring engagement with all
levels of the organisation. Change is not a short-term engagement; it does not happen
quickly but instead emerges over a period of time. Hence, change often fails because of
the attempts made by leaders to “shortcut a critical phase of the change process” (Kotter
1998, p.32). This position is supported by Seidman & McCauley (2009) in part,
agreeing that change is a long term process however disputing change is to be a linear
process.
To create meaningful cultural change the change must acknowledge the subcultures
within the organisation and work with individual subcultures one at a time, and this
takes time and cannot be cut short. Unlike Kotter (1998), this is not a linear process.
Kotter’s development of the eight step model was primarily designed for a top down
approach which works well when the change does not require a participative approach,
such as implementing a new finance system (Smith 2010). This model excludes the
recognition of culture and subcultures as a variable for success of the change and openly
admits the model works best when implementing change in the visible layers of an
organisation such as structures and systems. It fails to recognise the presence of
subcultures in an organisation and the impact these subcultures have on organisational
culture and their influence on the success of change. In contrast, the action research
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approach is designed to be implemented at any level of the organisation, utilising a
participative approach which is closely aligned with De Witte & van Muijen’s (1999)
research that a top down approach is not necessarily the best approach for implementing
cultural change. The action research approach will be discussed further in the chapter.
Kotter’s model presents a traditional method of change and as previously discussed is
widely criticised for the lack of consideration for human factors and a non-participative
approach to change. Cultural change models must consider human factors such as
values and beliefs as well as structural factors (Kritsonis 2004). With this criticism in
mind, the following models of change are reviewed to demonstrate the alternative to the
traditional models of organisational culture change.
2.6.1.2 Action research
Action research, often referred to as action research, is one of the oldest organisational
change frameworks. The framework was first construed in the mid-1940s and is
described as “proceeding in a spiral of steps, each of which is comprised of planning,
action and the evaluation of the result of action” (O’Brien 1998, p.1).
Action research is commonly used as a research methodology in organisational change
initiatives. However in this study, action research is used as an organisational change
framework utilising the spiral step processes of planning, action and evaluation with the
result being repeated until the desired outcome has been achieved (see Figure 2.6). An
example of where this has been used in practice is a study by Coghlan & Jacobs (2005)
where the researchers worked with women to re-educate them on their use of meat.
They deconstructed their views and practices relating to the types of meat they served to
their families, and through a participative process executed the iterative steps of action
research to reconstruct the women’s views and practices in regard to meat they
previously described as being inferior.
Prior to this, most approaches centred on change being implemented by management,
without participation and input from the group. “It was not enough to try to explain
things; one also had to try to change them, and one had to involve others in that process
of understanding the change” (Coghlan & Jacobs 2005, p.444). O’Brien (1998)
augments the process to ensure a participative approach is undertaken through the
cycles by specifying the diagnosis of the problem through the gathering of data and
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information via interviews, surveys and/or observations as the first step. The data and
information is analysed in a participatory process to develop an intervention plan and is
constantly reaffirmed to employees providing feedback to delineate the learnings and
facilitate further discussion to adjust the intervention plan accordingly. This
participatory process ensures employees are engaged and champion the change,
increasing the probability of accountability and the successful implementation of the
change.

Figure 2.6 - Action Research Model (O’Brien 1998), p.1

Dickens & Watkins (1999) argue that action research differs from other forms of
organisational change models. In action research the researcher commences the process
with little knowledge of what the issue is. The researcher then works together with the
participants to observe, understand, and ultimately change the situation in a process of
reflection.
Although a participative approach to cultural change, action research does not examine
the invisible layers of culture. The models discussed to this point, have been missing
one or more of the key components of an effective culture change model, namely; the
focus on the invisible layers of culture and an opportunity-centred approach. The next
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two models of appreciative inquiry and positive deviance are models which focus on
these missing components.
2.6.2

Opportunity-Centred Approaches to Cultural Change

As previously discussed an opportunity-centred approach is a participatory approach
which is inclusive of employees in determining the best solution for an outcome based
on what is currently working as a starting point. This approach acknowledges the
subcultures and has buy-in from employees resulting in a solution which is more likely
to succeed than a top down non-participative approach.
2.6.2.1 Appreciative Inquiry
A traditional approach to change is based on the premise, “In order to improve (grow)
you need to know what is wrong and then focus on fixing it” Venter (2010, p.1). This is
not the case with the Appreciative Inquiry (AI) model. Constructed in 1980 by David
Cooperrider and Suresh Srivastva, the AI model takes a counter approach relative to
traditional models of change. AI does not commence with what is wrong; a negative, it
commences with what is right; the positive. When working towards a positive culture it
makes sense to look forward and focus on the positive. Looking backwards focuses on
what used to be. AI commences with evoking the positive stories within an organisation
referred to as the dream and discovery process. As an example, if the project aim
involves changing the organisation’s culture, AI will focus on what is right with the
culture and not from the customary starting point of what is wrong with the culture.
The success of the dream and discovery process of identifying and focussing on positive
stories is reliant on a constructive culture lead by constructive leadership. Organisations
which display constructive leadership behaviours (as contained within OCI model –
Figure 2.5) are able to ‘think in unique and independent ways’ whereas
passive/aggressive and defensive/aggressive cultures tend to ‘cast aside solutions that
seem different or risky’ and ‘oppose new ideas’ (Suzmal 1998). Secondly, AI is
typically used to identify group or community behaviours and the processes they use to
achieve their aim (Crom & Bertels 1999). Whereas positive deviance is used to explore
positive behaviours specific to individuals. Positive deviance will be discussed later in
the chapter. AI therefore takes a one size fits all approach to change which does not
specifically explore the complexities within subcultures of the group.
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As previously discussed, traditional non-participative methods often commence with a
management team working through a process to identify and define a problem or a
failure in the organisation through a series of negative ‘search for what does not work’
sessions. In contrast, AI follows a participative process where the change leader does
not have all the solutions before the process commences and involves employees from
across the organisation through a ‘search for what works’ sessions.
The process is linear and entails the discovery of answers along the way utilising the
assumption there is something in every organisation that works well and should be used
a starting point. The act of asking questions guides the discussion to reveal what works
in the organisation and the unravelling of the perceptions which form these views. The
acceptance of an agreed set of perceptions ensures the employees feel more comfortable
moving forward with change and bring some things they are already comfortable with
along with them on the change journey.
The linear process of AI has four key steps which are often referred to as the 4-D’s,
(Figure 2.7).

Figure 2.7 - Appreciative Inquiry Model (Boyd & Bright 2007, p.1027)

The process commences with ‘Discovery[ing]’ the positive stories within the
organisation and what people value about the organisation through a participative data
gathering process of questionnaires and focus groups. Followed by permitting the
middle managers to ‘Dream’ and determine an agreed vision and images of what the
28

new outcome will look like; the ideal dream. Next, ‘Design’ a process to align the
values and structures of the ideal (dream) and how this will be achieved. Finally, create
the ‘Destiny’ by implementing the agreed change (Venter 2010).
Again the criticism of this approach is the absence of the examination of the
complexities of subcultures and a one size fits all approach. Recognition of subcultures
is key to ensuring successful change. Secondly, although this method is portrayed as a
participative approach it can offer barriers in its method of working in cross sectional
groups as some within the group may feel they are not able to contribute and therefore
their views may not be captured. This is a reflection of understanding the culture before
commencing such a session. Positive deviance offers an alternative opportunity-centred
approach which specifically focuses on subcultures.
2.6.2.2 Positive Deviance as a better way to create Organisational Culture Change
‘Deviance is a term which would normally not be used in the context of ‘an intervention
to organisational culture change’. Deviance is a term commonly used to describe a
negative variation from a norm. However by definition, deviance is ‘the fact or state of
departing from usual or accepted standard’ (Oxford Dictionary 1979, p281). This
definition does not offer any clarification on whether the departure from the usual or
accepted standard is positive nor negative. Positive deviance in an organisational culture
perspective is positioned on the positive side of the accepted standard and can be used
as an organisational culture change initiative. As discussed later, positive deviance as a
cultural change process, is a participative opportunity-centred approach to cultural
change which commences with what is right; the positive (Crom & Bertels 1999).
Similar to AI, positive deviance does not commence with the problem, it commences
with the positive – what is working now. Although AI is similar to PD in respect to
being opportunity-centred, PD enhances the opportunity-centred approach by
identifying the specific leadership behaviours which are displayed by high performing
individuals. As previously discussed, this process of specifically identifying the positive
deviance behaviours of constructive leaders drives a more effective constructive culture
which ultimately results in increased organisational performance (Jones 2006) and
(Cooke & Rousseau 1988). Through the discovery phase, AI builds on what has been
identified as working well within an organisation and through a group dreaming phase
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incrementally improves on these positives. Whereas PD identifies the positive deviance
behaviours and seeks to replicate these behaviours in place of the behaviours which are
currently occurring (Horne 2012). PD also does not assume a one size fits all approach
to change ensuring each subculture is examined and an approach implemented to reflect
the complexities identified within the subculture.
Positive Deviance (PD) is defined as
“an approach to behavioural and social change based on the observation that in
any community. There are people whose uncommon but successful behaviours or
strategies enable them to find better solutions to a problem than their peers,
despite facing similar challenges and having no extra resources or knowledge than
their peers” (Lewis 2009, p.283)
Crom & Bertels, (1999) provide the basic logic behind PD. They explain that the
process of PD identifies people in a community who seem to do better than others in
that community. Whether this is in the context of malnutrition or success in an
organisation – the principle is the same.
Within an organisational context, PD can be utilised to change employee behaviour and
organisational culture. Grenny, Maxfield & Shimberg (2008) studied two organisations
with entrenched cultural issues and found effective influencers drive change by relying
on several different sources of influence strategies at the same time. Those individuals
who succeeded in implementing change did not differ from those individuals that were
not successful in implementing change, except they utilised multiple sources of
influence across the organisation. The multiple sources of influence include influencing
upward to their managers, downward to their employees and laterally across their peers.
This approach resulted in improved job satisfaction for employees, peer buy-in and
manager support for initiatives and projects resulting in a positive organisational culture
across many touch points in the organisation and ultimately the ability to implement
substantial and sustainable change.
Lewis (2009) compares the traditional approach to change with the PD approach to
change. A clear difference is the PD approach implicitly and explicitly involves people
in the identification of the solution and journey, whereas the traditional approach to
change excludes people – management makes all the decisions and come from the
perspective of identifying the deficient behaviour/problem rather than the positive
deviance behaviour (Table 2.1).
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Table 2.1 - Difference between Traditional Approach and Positive Deviance Approach to
Change (Lewis 2009, p.284)

Traditional approach to change
PD approach to change
Management identifies the ‘problem’ and The people affected identify the solution
the benefit to the organisation of solving and the benefits of it
it
Management owns the data that The people are facilitated to develop
measures the problem and monitors their own data and use it to quantify
solutions
progress
Ownership and momentum for change The people are offered help in seeking
come from above – leadership is through their own solution and own it
traditional project management processes
Deficit-based – finding what is wrong.
Improvements are brought in from
outside, through experts, benchmarking,
etc.

Asset based – finding what is right,
amplifying
successful
practices.
Improvements are spread from the inside
outwards, through finding existing
solutions and amplifying them

Improvement strategies are driven by
logic – people are expected to think their
way into a new way of acting, emotion
and other non-rational resistance tend to
be underrated

Improvement comes from seeing and
experiencing a different way of working
– acting their way into a new way of
thinking, using their own data to see
improvement

‘Transplant rejection’ can occur through
resistance to practices imported from
outside
(the
non-invented-here
syndrome)

Self-replication occurs – latent wisdom is
tapped and visible, tangible benefits are
delivered quickly, by the people, for the
people.

Flow of thought is from problem Flow of thought moves to those who
identification and solving to solution have found a solution within the
identification. Best practices are applied community and context
within defined parameters.
Focus starts on those who are directly Starts by getting perspectives from all
associated with the problem – easy to fall potential stakeholders and focuses on
into a blame culture
those who have found a solution without
‘putting them in the frame’
Like AI, PD is a ‘respectful process’. Respectful process being defined by Crom &
Bertels (1999) as a process which demonstrates respect to all participants in the process.
PD does not start with a result and there is no right solution from the beginning. The
solution is created through the process of discovery and respecting the middle
manager’s views. The other interesting point to note is what might work in one
community or organisation, may not work in another as the overall culture and
structures within the community or organisation differ and therefore the process must be
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carried out to determine the positive deviance of individuals and their behaviours in
each instance (Crom & Bertels 1999). This point is very pertinent to PD as AI works at
a group level and therefore assumes what might work in one group will work across the
organisation.
There are seven steps in the PD process. First, there must be an invitation to change and
an agreement there is a need to change. Once this agreement has been established, a
participative process is undertaken to determine what the group would like to achieve.
The next step is the most important step enacted through a process of enquiry when the
presence of positive deviance individuals or groups is identified. These individuals or
groups are further explored to discover the behaviours these positive deviance
individuals display, which are uncommon to the larger group. As discussed later in
Chapter 4, positive deviance individuals or groups are those which have been identified
as high performing in an environment where others individuals or groups fail to. The
last stages reference the design and implementation phases and require the design and
implementation of a training program to teach understanding to the middle managers
the change to their current behaviours required to achieve the identified positive
deviance behaviours. This training program should be monitored and evaluated and if
required scaled up if the positive deviance behaviours have not been replicated across
the group (Crom & Bertels 1999).
AI and PD are often referred to as opportunity-centred approaches to change, whereas
some of more traditional methods of change referred to above are often referred to as
problem-centred approaches (Boyd & Bright 2007). The point of differentiation is the
objective of the approach taken by the practitioner to find a solution; exploration of a
problem or exploration of an opportunity. PD is an enhancement of the AI opportunitycentred approach, specifically identifying constructive behaviours of leaders and not
just success stories. The identification of constructive behaviours specifically identifies
and provides employees with a better understanding of the underlying behaviours which
lie behind the high performing constructive leader, rather than just looking at the
success itself (Suzmal 1998).
Although all of these models differ slightly in their approach to change, one aspect
resonates across all of organisational change initiatives. Someone needs to drive and
influence the organisational change, listen to ideas, encourage employees to become
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involved and build ownership for the change (Maurer 2010). The next section will
explore how middle managers can influence the organisational culture change.
2.7 Middle managers as Influencers of Organisational Cultural Change
Cultural change requires the influence of leaders. The literature does not clearly
differentiate which leaders in an organisational hierarchy have the most influence on
culture. Research by De Witte & van Muijen (1999) discusses a top down or bottom up
approach to cultural change. However, they do not articulate the impact of
concentrating the research at a particular hierarchical level has on influencing
organisational culture. Grenny et al. (2008) studied factors which impact on the success
of influencers in cultural change and established that:
“[e]ffective and successful influencers drive change in organisations by relying on
strategies from several different sources of influence at the same time. Those who
understand how to combine multiple sources of influence are up to ten times more
successful at producing substantial and sustainable change” (p.5).
De Witte & van Muijen (1999) in their research found that a different approach is
required depending on the outcome to be achieved. If the desired outcome is to focus on
behaviour alone then a top down approach may work. With a top down approach
leaders at the top of the organisational hierarchy will overtly display the appropriate
behavioural norms. This approach relies solely on the influence of power through the
structure of the organisation and not on the strength of high trusting relationships. The
top down approach may change behaviours when observed by management, however in
the background there is still covert behaviour occurring which is not aligned with the
desired norms. It would be rare for a Chief Executive Officer to directly provide support
and guidance to an employee further down the hierarchy and therefore difficult to build
a high quality trusting relationship and influence the behaviour of the employee. The
top down approach is a non-participative approach with the executive of an organisation
discussing and developing a change initiative which makes perfect sense to them and
comes from their perspective, however this approach has no buy-in from employees and
often no operational context or consideration. This approach also does not consider the
subcultures of the organisation and therefore is often a one size fits all solution (Chen
2012).
A bottom up approach to organisational culture change relies on the leaders throughout
the organisational structure with high quality trusting relationships, to influence the
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culture. A bottom up approach is a participative approach which includes the lower
levels of an organisation in developing the change initiative. This approach
acknowledges the subcultures of an organisation however fails to consider the strategic
input of management which may hold information which is currently not available to
the lower levels of the organisation, yet are pertinent to the change.
The middle ground between the top down and bottom up approaches is an approach
which considers the advantages and disadvantages of both approaches. An approach
which understands and contributes to the overall organisational strategy and the context
by which the strategy is developed as well as the having access to and understanding of
the operational levels of the organisation and the subcultures and complexities which lie
within. The literature is comprehensive in discussing top down approaches De Witte &
Van Muijen (1999); Chen (2012) and Smith (2010) as well as bottom up approaches
from Schein (2004), Seidman & McCauley (2009) and Kirsonis (2004), however is
absent of an approach which encompasses both. The level of the organisation which is
in a heirarchial position to encompass both a top down and bottom up approach to
change is the middle management. They are contributors to, and implementers of,
organisational strategy (Figure 2.8). They are often measured on the outcomes of
organisational strategy at an operational level and are the masters of interpretation of the
strategy at an operational level (Chen 2012).
In support of this, Grenny et al. (2008) explain that it is not necessarily the specific
hierarchical level of a leader that determines their influence over organisational culture,
rather influence relates to the level of access a leader has to decision makers and the
perceived power of the leader (Nicholson Crotty & Nicholson Crotty 2004). Direct
access to decision makers has the strongest and most consistently significant impact on
perceived influence and most leaders expand their influence by having direct access to
multiple access points in the organisation.
Middle managers often form the largest single group of managers within an
organisation and therefore their collective behaviours, rituals, customs and practices are
observed by employees above and below in the hierarchy. This provides strong potential
for influencing and impacting the overall organisational culture. The behaviours, rituals,
customs and practices of middle managers observed by employees, are not necessarily
always the preferred rituals and customs. Middle management is described as those
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managers who are subject to management from ‘above’ and at the same time manage
those ‘below’ (Ogbonna & Wilkinson 2003).

They are positioned between the

managers who are developing the strategic direction of the organisation and the
managers who are managing the day to day operations of the organisation. Middle
managers are positioned to be able to influence strategic direction setting and
operational implementation by having day to day contact and a greater opportunity to
build trusting relationships up and down the organisation at key hierarchical points
(Figure 2.8).

Figure 2.8 - Hierarchy illustrating levels of Strategic and Operational Decision Making Adapted
from (Wollongong City Council 2013)

Middle managers are suitably situated at the hierarchical level of management where
the organisation’s vision, ideas and strategies are translated into real action and change
on the ground. Their relativity to operational level staff enables job clarity for
employees on how to contribute to improving the future of the organisation. Middle
managers are also able to provide perspective and context to translate executive
decisions, enabling better implementation of strategic vision at the operational level.
Middle management, unlike other levels of management, have the advantage of having
multiple access points to influence decision makers – up (executive) and down
(operational supervisors). Middle managers have the greatest potential to influence
organisational culture in the organisation.
2.8 Research Gap and Conclusion
To synthesise this chapter in a concise form, the above literature review discourses a
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possible rationale for the scope of the study; in the context of organisational change,
middle managers will, through the demonstration of positive deviance behaviours and
their many points of influence in the organisation, influence the organisation culture
positively. The methodology will seek to determine if there is a cause and effect
relationship between the influence of leadership on culture (the what) utilising positive
deviance (the how) to study middle managers (the who). A number of key authors and
themes which have contributed to the current body of knowledge in respect to
organisational change and organisational culture have been explored to understand: how
cultural change is best achieved; who is best to lead the change; and what method
should be utilised to achieve the desired outcome of a positive organisational culture
(Figure 2.9).

Figure 2.9 – Research Framework (adapted from literature review)

The traditional methods of organisational change revealed a problem-centred approach
to change. More recent models of organisational change utilise an opportunity-centred
approach. The opportunity-centred approach to change focuses on the positives within
an organisation and is primarily based on a participative human-centred approach to
discovering the best solution for delivering the desired outcome. Conversely a problemcentred approach commences with a problem and is often non-participative. As
previously discussed, PD is an opportunity-centred participative approach to change.
PD can be used to provide an effective intervention for influencing culture change,
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specifically when used as an intervention to positively influence employee satisfaction
and ultimately organisational culture.
To formulate a pyramid of knowledge the literature review initially explored
organisational culture and the associated layers, (both intrinsic and extrinsic) including
organisational hierarchy and the phenomenon of subcultures within an organisation.
With the acknowledgement of subcultures comes the understanding that each of the
subcultures is required to be analysed to enable the correct understanding and
interpretation of the sum of the parts. Visible and invisible layers within the subcultures
are further explored and the interrelationship of the components to provide an
understanding of the holistic nature of organisational culture (Figure 2.10).

Figure 2.10 - Illustration of the Holistic makeup of Organisational Culture (adapted from
literature review)

The philosophical debate of culture as a variable or a root metaphor was explored
within the literature. This philosophical debate is required to ensure the research study
design reflects the appropriate philosophical viewpoint of the researcher being the
‘organisation has a culture’ and therefore culture is a variable which can be influenced
to achieve an outcome, namely leadership influences culture which influences
organisational performance.
Under the premise of culture being a variable which can be influenced to achieve an
outcome, the final exploration of the literature reviewed the current body of knowledge
in relation to where within the organisational hierarchy is the best place to lead and
influence organisational culture change initiatives. The two perspectives of an executive
lead top down approach and a participative lead approach were examined considering
the advantages and disadvantages. Finally, a focus on members of the organisation
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which have the most contact points across the organisation for influencing
organisational culture were discussed; middle management.
The confluence of the literature reviewed identified a research gap in respect to the
absence of a holistic study which researches the collective links between a) how cultural
change is best achieved, b) who is best to lead the change and c) what method should be
utilised. This study intends to explore these links as a collective in one research design,
namely: the use of an opportunity-centred approach to organisational culture change by
utilising the replication of positive deviance behaviour at the hierarchical level of
middle manager and determining if this combination of variables can influence the
outcome of a more positive organisational culture. This translated into a concise
research question results in:
In the context of organisational change, can middle managers influence organisational
culture positively through the intervention of understanding and replicating positive
deviance behaviours within their teams?
Through the research design it is predicted middle managers will through their many
influencing points in the organisation and the demonstration of positive deviance
behaviours contained within the OCI, middle management will influence the
organisation culture positively through the sum of their parts. It should be noted that
this study will examine leaderships influence on organisation culture. The measurement
of organisational performance is beyond the scope of this study.
The next three chapters will elucidate the methodology to explore these individual
components into one research design.
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3 METHODOLOGY

3.1

Introduction

The previous chapter provided a collation and exploration of the existing body of
knowledge relating to organisational change and organisational culture analysis models
along with how organisational culture is influenced across an organisation, as it relates
to this thesis especially in terms of organisational culture during change. This collation,
exploration and analysis of the literature identified a research gap within the body of
knowledge which resulted in the development of the research design to explore the
resultant research question:
In the context of organisational change, can middle managers influence organisational
culture positively through the intervention of understanding and replicating positive
deviance behaviours within their teams?
This chapter describes the research design and methodology selected to undertake the
study and responds to the research question. The methodology is segmented across three
chapters to reflect the linear process of the methodology phases. Chapter 3 outlines the
overall methodology for the study proceeded by chapters 4 and 5 which outline the
methodology and findings of the individual two key phases of the study, Phase One:
Intervention Phase, and Phase Two: Cultural Analysis Phase. Chapters 4 and 5 follow
the study’s linear process, of intervention through to collection of data to determine if
the intervention of understanding and replicating positive deviance by middle managers
was successful in influencing organisational culture. The findings for each of these
chapters are described at the end of the relevant chapters to ensure the findings are
succinctly and appropriately linked to the relevant phase of methodology.
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This structure is illustrated in Figure 3.1, below.

Figure 3.1 - Methodology and Findings Chapter Structure

Before determining the methodology for any study, a researcher must reflect on their
own beliefs and values and ensure alignment of these beliefs and values with the
apposite ontology and epistemology (Tranfield & Starkey 1998). Further, as this
research examines organisational culture, the researcher must discuss their
epistemological perspective with regard to their adoption of either an emic or epic
stance. These concepts are discussed further within the chapter.
3.2

Ontological and Epistemological Paradigm

In designing a research methodology three cascading paradigms should be considered.
The first paradigm ‘ontology’, conveys the assumptions of how the world is viewed and
the nature of how things occur including the perspectives of ‘does society influence
man’ or ‘does man influence society’. Transfield & Starkey (1998) position the focal
point of difference between the perspectives as being distributed along a continuum
from subjectivity to objectivity. The second paradigm ‘epistemology’, explores the
philosophy of how an individual views the world and the final paradigm of
‘methodology’, articulates how an individual implements this philosophical view of the
world, (Burell & Morgan 1979). The elected methodology should align with the
researcher’s perspectives on ontology and epistemology. Guba & Lincoln (1994)
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provide an examination of these paradigms and offer an interpretation across the
variations in ontology and epistemology ultimately to inform the appropriate
methodology (Table 3.1).
Table 3.1 – Contrasting Ontology, Epistemology and Methodology of Paradigms (Guba &
Lincoln 1994, p.112)
Paradigm
Ontology
Epistemology
Methodology
Positivism

Naïve realism – ‘real’
reality but
apprehendable

Dualist/ objectivist;
findings true

Postpositivism

Critical realism – ‘real’
reality but only
imperfectly and
probabilistically
apprehendable

Modified dualist/
objectivist; critical
tradition/
community; findings
probably true

Critical
Theory

Historical realism –
virtual reality shaped by
social, political,
cultural, economic,
ethnic and gender
values, crystallised over
time
Constructivism Relativism – local and
specific constructed
realities

Transactional/
subjectivist; value
mediated findings

Transactional/
subjectivists; created
findings

Experimental/
manipulative;
verification of
hypotheses; chiefly
quantitative methods
Modified
experimental/
manipulative; critical
multiplism;
falsification of
hypotheses; may
include qualitative
methods –
triangulation
Dialogic/ dialectical

Hermeneutical/
dialectical

Exploring these paradigms further Darke, Shanks & Broadbent (1998) and Wisdom
(1945) assert that a positivist supposes the physical and social world is independent of
human knowledge. Positivism assumes there is no free will and there is a ‘way of
things’, reality is what it is and cannot be influenced. The methodology used by a
positivist is frequently a quantitative approach utilising empirical data focusing on
testing and verifying propositions and using controlled experiments to ensure
uncontrolled variables do not impact on the outcome of the ‘true’ nature of things (Guba
& Lincoln 1994).
The postpositivist theorist assumes a similar perspective to a positivist except for the
observation that measurement of reality can be problematic and erroneous. Assuming
reality cannot be influenced, there is only ever an approximate of reality. The
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methodology of postpositivism utilises empirical data focusing on testing a proposition
and frequently utilises triangulation as a means to verify testing and falsification to rule
out error (Guba & Lincoln 1994).
Darke et al., (1998) and Wisdom (1945) assert that a critical theorist supposes reality is
subjective, socially constructed and interpreted by humans. The critical theorist attempts
to understand the world by acknowledging the members of the phenomena within their
world, their culture and their history and accepts that their own subjectivity will form
part of the process of understanding. The critical theorist assumes there is free will with
reality being influenced by political, social, gender and cultural influences and assumes
there is an intrinsic link between the researcher and the phenomena under study, and as
such can influence research outcomes. The methodology used by a critical theorist
requires a dialogue between the researcher and the members of the phenomena being
studied (Guba & Lincoln 1994).
The constructivist assumes there are multiple realities based on an individual’s
experiences and interpretations and assumes perspectives on reality and culture can
change with further information and interactions between individuals. The methodology
of constructivism requires a dialogue between the researcher and the members of the
phenomena being studied (Guba & Lincoln 1994). This required dialogue necessitates
the researcher to determine whether to use an etic or emic perspective to the study.
The constructivist prescribes to a paradigm which is reflected in the development of the
study’s research design and methodology. This approach is aligned to Guba & Lincoln’s
(1994) opinion that data collection methods utilising interviews are predominant with a
constructivist research design, as constructivists seek to research social constructions of
reality through interactions between the researcher and the members of the phenomena
being studied. Related to this, Hsieh & Shannon (2005) found organisations consists of
layers each with their own individual subcultures associated with different employee’s
perspectives on reality and therefore interviews are an effective way to determine and
understand these subcultures.
3.3

Etic vs Emic

The study of the sociological elements in organisations can be undertaken from two
approaches: emic or etic. The terms emic and etic are derived from the linguistic
expressions of phonemic and phonetic respectively. Harris (1976) provides a
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perspective of emic and etic in the context of studying and understanding beliefs,
practices and explaining human behaviour in the culture of organisations. He defines
emic as an interactive relationship with the members of the phenomena including the
requirement to meet, have a conversation and ask questions. The researcher takes the
information gained from the members of the phenomena and offers the members
account and perspective of the condition. An etic study would see the researcher
observing from a distance and experiencing no contact or interaction with the members
of the phenomena at all, and accordingly creating their own assumptions, their own
account and their own perspective of the condition.
Schein (2004) counsels caution when using an etic approach and highlights the risks
associated in observing artefacts from afar and subsequently making assumptions on the
organisation’s culture. This caution is collectively supported by Pondy, Boland, &
Thomas (1988), asserting that constructing assumptions of an organisation is
problematic as the researcher is unable to comprehend the meanings which lie behind
the artefacts. Conversely, Mahadevan (2009) considers that an etic view can work,
however an emic view of an organisation is preferred when an employee’s view of
reality is required.
In consideration of an ideal position of ontology, epistemology and emic vs epic a
methodology can be informed.

A mixed methods emic approach has been selected to

reflect the researcher’s belief paradigms and provide a beneficial research design
outcome for the study.
3.4

Mixed Methods Research Design

Research methodologies fundamentally sit in either a qualitative or quantitative
paradigm. A major strength of the qualitative approach when assessing organisational
culture is the ability to discuss, analyse and verify employees underlying values, beliefs
and assumptions (Yauch & Steudel 2003). This technique provides the opportunity to
utilise a wide open-ended approach to questions and discussion allowing middle
managers to raise issues outside of a pre-determined set of questions. Qualitative
research allows for a more pragmatic and descriptive feel of the organisation permitting
a deep understanding and exploration of values and beliefs which may not occur with
numerical and statistical analysis used in quantitative research methods.
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Often viewed as being in opposition to the qualitative approach, the quantitative
approach allows for the utilisation of numerical data to explain a particular
phenomenon.

Additionally, the quantitative approach permits for an objective

measurement of the culture without researcher prejudice eliminating the impact of
uncontrolled variables and therefore establishing a cause-and-effect relationship of the
independent variable on the dependent variable (Boodhoo & Purmessur 2009).
However, there is alternative approach which allows a constructivist paradigm and
addresses the criticisms of validity of a qualitative approach.
The alternative to qualitative or quantitative research methodologies is a combination of
the two methodologies: a mixed methods approach. Yin (1994) and Yauch (2003)
support the use of qualitative research being used in conjunction with quantitative
research methods as this approach can reinforce the validity of organisational culture
analysis studies.
A mixed methods approach methodology is growing in popularity across the literature
as a vehicle to address the criticisms of individual qualitative or quantitative
methodologies including the often held view that qualitative research is often subjective
and therefore unreliable and quantitative research requires a large sample and ignores
the human element (Tashakkori & Teddlie 2003). By contrast, there is a belief that
quantitative and qualitative research methods should not be utilised collectively as they
come from different philosophical assumptions. Quantitative methods coming from the
epistemological ideal of a positivist and qualitative methods from a constructivist ideal.
Therefore, it would be disingenuous to integrate the two philosophical paradigms into a
mixed methods approach (Franz, Worrell & Vogele 2013). In response to these
criticisms, and by definition, a mixed methods approach manages these criticisms:
“explicitly seek[s]ing a synergistic benefit … with the underlying assumption that
research is stronger when it mixes research paradigms, because a fuller understanding of
human phenomena is gained” (Rocco, Bliss, Gallagher & Perex-Prado 2003, p.21).
Similarly supportive of the mixed methods approach is Franz et al., (2013) view that the
multi-paradigm approach produces research in which “the end product is more than the
sum of the individual quantitative and qualitative parts” (Bryman 2007, p.8).
The researcher’s choice of research methodology replicates the views of Rocco et al.
(2003); Tashakkori & Creswell (2007) and Guba & Lincoln’s (1994) through a research
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design incorporating a mixed methods, emic approach based on constructivists
paradigms. The research design reflects these views across the two key phases of the
study. The initial qualitative data collection method, referred to in this study as ‘Phase
One: Intervention’ will be used to inform the ‘Phase Two: Cultural Analysis’, which
utilises quantitative data collection methodology. This approach takes advantage of the
methodology being able to be designed in two separate phases and enables these
individual methodologies and findings to be presented independent of each other.
3.5

Ethical Considerations

The University of Wollongong Human Research Ethics Council reviewed the research
proposal in June 2012 and granted consent to proceed with the research.
3.6

Context of the research organisation and its influence on the research design

During the course of the study the local government organisation undertook a major
restructure seeking to raise $21M to commit to renewal and maintenance of capital
assets within the local government area. The restructure impacted heavily across the
organisation commencing with a review of all positions at the middle management
level. A decision was made by Executive to consolidate the number of the middle
management positions requiring employees occupying these positions to apply for other
positions within the organisation. The restructure caused uncertainty for employees and
removed potential career paths. Of the fifteen original middle managers to the study,
six employees resigned from their positions, either for promotion or resigning from the
organisation, leaving nine middle managers within the study.
The potential impact of this unexpected event on the findings of the study is twofold.
Firstly the sample size is reduced and therefore the possibility of the strength of the
findings may be affected due to a type I error. A type I error states a conclusion could
be drawn that an effect or relationship between variables exists, when in fact it does not
exist (Jaccard & Becker 2010). Secondly the reduced sample size could impact the
effectiveness of intervention discussed in Phase One of the study.
In response to the reduced sample size, power calculations have been undertaken to
determine the minimum number of participants to test the probability that the statistical
test correctly supports the proposition when the null proposition is false; the ability to
detect an effect, if an effect actually exists and eliminate a type 1 error. The result of the
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power calculation found a minimum sample size of 7 has a 90% power to detect a
difference between means of 0.58 with a significance level (alpha) of 0.10 (two-tailed)
(Jaccard & Becker 2010). This result supports the validity of a sample size of n=9 and
therefore the impact of the unexpected event is deemed to have no significant impact on
the findings of the study, although it is acknowledged a larger sample size would have
been preferred by the researcher.
3.7

Conclusion

This chapter has considered and introduced the overall methodology for the study
including the position of the researcher in relation to ontology, epistemology and the
determinations between an emic and etic approach to the study. As the study is a mixed
methods, emic study design, and to adequately explain the individual mechanisms of the
methodology and findings for the qualitative and quantitative components of the study,
‘Phase One– Intervention’ and ‘Phase Two– Cultural Analysis’ have been allocated
their own individual chapters (Chapters 4 and 5 respectively). Each of the chapters will
entail a Method section comprising three stages. The first stage is the foundation stage
and addresses the recruitment of middle managers. The second stage is the action stage
and addresses the data collection methods. The final stage is the data analysis and
review stage and addresses the process of interpreting the data. Each of these chapters
will also include a Findings section.
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4 PHASE ONE - INTERVENTION

4.1

Introduction

This chapter describes the findings and methodology selected to undertake Phase One Intervention. Phase One of the study aims to work with the middle managers of the
study to firstly identify positive deviance behaviours of high performing and engaged
teams in the organisation. Second, these behaviours will be themed utilising directed
content analysis against the behaviours contained within the constructive behavioural
cluster of the OCI (Table 4.2).
Third, the researcher will employ these themes to develop intervention plans for the
individual middle managers. Forth, utilising the principles of action research, middle
managers will be coached by the researcher through the intervention plans in a series of
coaching sessions and fine tuning of the intervention plans, with the aim of changing the
pattern of leadership behaviours of the individual middle manager to replicate the
positive deviance behaviours identified and ultimately to influence the culture in a
positive manner (Figure 4.1).

Figure 4.1 - Structure of Chapter 4

Findings from Phase One - Intervention will also be discussed within this chapter in the
context of the research question: ‘Can middle managers influence organisational culture
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positively through understanding and replicating positive deviance as an intervention
within their teams’.
4.2

Method

This section is presented in stages. The first stage is the foundation stage, which
addresses the recruitment of middle managers. The second stage is the action stage,
which discusses the data collection methods utilising in-depth one-on-one interviews.
The third stage is the data analysis and review stage, this addresses the process of
interpreting and coding the data and the process of the development of individual
intervention plans for the middle managers. The final stage discusses the coaching
sessions which aims to work with the middle managers to fine tune the intervention
plans based on feedback from the middle managers on their experiences in
implementing the intervention plan.
4.2.1

Foundation Stage - Recruitment of Middle managers

One large regional New South Wales Local Government organisation (NSW LGO)
agreed to participate in the study. The participating NSW LGO’s organisational
hierarchy includes a level of management referred to as ‘Middle Management’ (Figure
4.2). This middle management level of hierarchy, at the time of the study, consisted of a
population of 39 members. All middle managers were invited to a study information
session presented by the researcher and each was provided with information in relation
to the study including a voluntary consent form for their consideration. Fifteen middle
managers voluntarily consented to participate in the study and these middle managers
formed the initial sample population of this study. As discussed later, due to an
organisational restructure, of the fifteen original middle managers involved in the study,
six employees resigned from their positions, either for promotion or resigning from the
organisation, leaving nine middle managers to participate throughout the whole of the
study.
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Figure 4.2 - Organisational hierarchy for the selected regional NSW LGO

4.2.2

Action - Data Collection

Data collection methods for studies may come from a number of different sources
including but not limited to interviews, documents, surveys and observations (Yin
1994). The data collection methods selected for this study were made with the context
of the organisation in mind and took into consideration the ease of access to middle
managers, middle manager workloads and easy access to available data. For the
purposes of the intervention stage of the study an in-depth one-on-one interview was
chosen as the most appropriate method to source rich data from the middle managers.
4.2.2.1 Interview
Interviewing is a well-established and tested research tool (Guba & Lincoln 1994). Indepth interviews are a specific interviewing technique designed to maximise
opportunities for collecting rich information as the interview process is under the
control of the researcher who ensures that the middle manager is at ease by utilising
effective interpersonal skills, active listening and empathy.
An in-depth one-on-one interview was undertaken involving open ended questioning
and probing to ascertain the middle manager’s experiences, observations and
interpretations of positive deviance behaviours occurring within the organisation. This
method of interviewing is a supported and recognised method of collecting rich data.
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The process of collecting rich data through in-depth one-on-one sessions continued
through Phase one of the study with subsequent coaching sessions being implemented
with the participating middle managers, this process will be discussed in detail further
within this chapter. The chronology and purpose of these in-depth one-on-one sessions
is presented in Table 4.1, below.
Table 4.1 - Chronology and Purpose of Interview and Coaching Sessions

Interview and
Coaching Sessions
Interview

Month

Purpose

Month 1

Collect, collate and code information

Coaching session 1

Month 2

Coaching session 2

Month 4

Coaching session 2

Month 6

Discuss the intervention plan and commence
coaching
Fine-tune intervention plan and continue
coaching
Fine-tune intervention plan and continue
coaching

The purpose of the first in-depth one-on-one interview was for the researcher to collect
information from each of the individual middle managers. The middle managers were
asked to identify other leaders within the organisation whom the middle manager
believed lead higher performing teams than others in the organisation. This approach is
supported by Crom & Bertels (1999), in the process of utilising the principles of
positive deviance to influence organisational culture. The process involves identifying
the salient positive behaviours of the leaders of higher performing teams, with the aim
of understanding and replicating these behaviours to enact positive change. These
positive behaviours are referred to as positive deviance behaviours as they are
uncommon or deviate from other leaders behaviours in a positive manner.
There were no criteria set by the researcher to the middle manager on how they should
identify the other leaders within the organisation who lead higher performing teams, the
identification was based purely on the middle manager’s perception of the behaviours
and what a higher performing team is. This was to ensure the process was true to the
positive deviance principles which require participants to be implicitly and explicitly
involved in the journey and the solution towards a positive organisational culture
change (Lewis 2009). The identification by the middle manager of these salient positive
deviance behaviours provided a vehicle for the middle manager, with the assistance of
the researcher, to understand why these particular identified leaders of higher
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performing teams are successful in the organisation when others may not be. At the
completion of the interview the researcher coded the information utilising directive
content analysis; this process is discussed further below.
4.2.3

Data Analysis and Review

Data analysis and review addresses the process of interpreting and coding of the data
from the in-depth one-on-one interview utilising directed content analysis. The method
of data collection by way of an in-depth one-on-one interview and the subsequent use of
directed content analysis is supported across the literature as a valid way to analyse data
within qualitative study designs (Hsieh & Shannon 2005).
4.2.4

Interpretation and Coding

Notes were taken during the interview and later collated, themed and coded by the
researcher, utilising directed content analysis. Directed content analysis differs from
conventional forms of content analysis. Conventional forms of content analysis do not
use predetermined themes to code the data against. The data is collected and analysed
utilising the most often represented words or phrases in the data resulting in a set of
resultant themes.

Conversely, directed content analysis utilises themes which are

predetermined before the collection of data and the subsequent data collected is directed
into those predetermined themes (Hsieh & Shannon 2005).
In the instance of this study, the predetermined themes are extracted from the
behaviours which make up the ‘constructive’ behavioural cluster contained within the
OCI (Table 4.2). The logic for this predetermined coding comes from the ‘constructive’
behavioural cluster within the OCI. When the behaviours contained within this cluster
are demonstrated across an organisation or within a team, they contribute to a resultant
constructive organisation or team culture and ultimately a positive organisation culture
(Suzmal 1998).
Table 4.2 below illustrates the linkages between the OCI ‘constructive’ behavioural
cluster and examples of behaviours which make up the cluster.
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Table 4.2 - Examples of Behaviours aligned with the Constructive Behavioural Clusters of the
OCI

Constructive
Behavioural Cluster
Humanistic

Affiliative

Achievement

Self-Actualising

Examples of Behaviours aligned with the Constructive
Behavioural Cluster
• Gives positive rewards to others
• Helps others to grow and develop
• Encourages others
• Helps others think for themselves
• Resolves conflicts constructively
• Be a good listener
• Take time with people
• Involve others in decisions affecting them
• Show concern for the needs of others
• Be supportive of others
• Treat people as more important than things
• Use good human relations skills
• Share feelings and thoughts
• Show concern for people
• Be open, warm
• Deal with others in a friendly, pleasant way
• Motivate others with friendliness
• Cooperate with others
• Be tactful
• Think in terms of the groups satisfaction
• Take moderate risks
• Openly show enthusiasm
• Taking on challenging tasks
• Explore alternatives before acting
• Work for the sense of accomplishment
• Pursue a standard of excellence
• Think ahead and plan
• Set moderately difficult goals
• Know the business
• Work to achieve self-set goals
• Think in unique and independent ways
• Enjoy their work
• Be open about self
• Communicate ideas
• Maintain their personal integrity
• Do even simple tasks well
• Be concerned about their own growth
• Resist conformity
• Emphasise quality over quantity
• Be spontaneous
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To provide an example; a middle manager may describe one of the salient behaviours
displayed by the leader of the higher performing team as “she is always thinking of her
staff and ensuring they have every opportunity to grow and her staff are always
challenged”. This identified behaviour would be aligned with the behaviours of “help
others to grow and develop, encourages others” contained with the ‘humanistic’
constructive style.
The OCI survey tool as discussed in the previous chapter, is a cultural analysis tool
categorising the behaviours underlying organisational culture into ways of thinking,
behaving, and interacting (Szumal 1998). The styles are delineated into three
behavioural clusters, (see Figure 4.3) namely; constructive, passive/defensive and
aggressive/defensive. The constructive behaviours are considered more effective and
include cultures where employees are encouraged to interact with people and approach
tasks in ways that help them meet their higher-order satisfaction needs. The less
effective behaviours are passive/defensive and aggressive/defensive behaviours.
Passive/defensive cultures include cultures where employees believe they must interact
with people in ways that will not threaten their own security and finally
aggressive/defensive cultures include cultures where employees are expected to
approach tasks in forceful ways to protect their status and security (Cooke & Lafferty
2005). The OCI has been used extensively across the participating organisation for
approximately 10 years. This is an important point, as the middle managers are
comfortable with, and knowledgeable of the language used in the OCI. This therefore
reduces the level of ambiguity in the study and misinterpretation of terms such as
constructive, passive/defensive and aggressive/defensive.
OCI Survey

Constructive

Passive/Defensive

Aggressive/Defensive

Perfectionistic

Competitive

Power

Oppositional

Avoidance

Dependent

Conventional

Approval

Self Actualising

Achievement

Affilitative

Humanistic

Figure 4.3 - Diagram illustrating the behavioural clusters and styles in the OCI survey (Adapted
from Suzmal 1998)
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This coding will result in a series of actionable behaviours used by the researcher in the
development of individual intervention plans for the ongoing coaching sessions with
individual middle managers during the coaching sessions.

The findings from this

methodology are presented in the next section.
4.2.4.1 Development of Intervention Plan
Implementation of development plans are utilised across management coaching as a
means to record agreed actions between the coachee and the coach and as guide for the
coachee to refer back to between coaching sessions (Feldman & Lankau 2005). After
the directed content analysis is complete a set of behaviours which have been
determined as positive deviance behaviours by the middle managers are developed into
an intervention plan by the researcher. The positive deviance behaviours are aligned to
the behaviour styles contained within the constructive cluster of the OCI.
The intervention plan is developed by transcribing the results of the directed content
analysis into an intervention plan form which also outlines the objectives of the
coaching and the measures of success. The objectives of the coaching and the measures
of success were predetermined as part of the study design. The intervention plan is then
discussed with the middle manager in the first coaching session with the aim of using it
as a tool by the researcher to coach the middle manager through the understanding and
replicating of the positive deviance behaviours with the aim of influencing a positive
organisational culture.
The intervention plan clearly outlines the objectives of the coaching and measures of
success so that the middle manager can remain focused on what the objective of the
coaching is and how success will be measured. The positive deviance behaviours which
the middle manager identified and will receive coaching on are highlighted against the
relevant behavioural style within the OCI (as denoted by an ‘X’). Lastly, the plan
includes agreed actions the middle manager will undertake before the next coaching
session and who they will disclose these actions to. Disclosure to other individuals is an
important component in respect to holding oneself accountable for implementing the
agreed actions.

Stettner (20013 asserts the most effective way to hold yourself

accountable and strengthen your commitment to achieving your goals is to not keep
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them a secret and ask for feedback. “When you know that your peers will grill you
about your effort to meet your goals, you'll work harder to report good news” (p. 1).
Table 4.3 provides an example of the resultant intervention plan from participant 3 (in
part).
Table 4.3 - Example of Intervention Form

Middle Manager
Objectives of coaching
Measures of success
Coaching Session 1
Positive Deviance
behaviours identified

Humanistic

Participant 3
To understand and replicate identified positive deviance
behaviors to influence organisation culture positively
A positive difference between the means of the baseline and
post-test results of the OCI
Date :
Gives positive rewards to others
X
Helps others to grow and develop
X
Encourages others
X
Helps others think for themselves
X
Resolves conflicts constructively
X
Good listener
X
Takes time with people
X
Shows concern for people
X
Open, warm
Deals with others in a friendly, pleasant X
way
X
Motivates others with friendliness
X
Cooperates with others
X
Tactful
X
Thinks in terms of the groups satisfaction
X
Explores alternatives before acting
Sense of accomplishment
X
Pursues a standard of excellence
X
Thinks ahead and plans
Sets moderately difficult goals
X
Knows the business
Works to achieve self set goals
Affiliative
Achievement
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Table 4.3 - Example of Intervention Form (continued)

Self Actualising

Positive Deviance
behaviours identified
(continued)

Communicates ideas
Maintains personal integrity
Does even simple tasks well
Concerned about their own growth
Resists conformity
Quality over quantity
Spontaneous

X
X

X

Agreed actions
Who will I disclose these
to?
4.2.4.2 Coaching Sessions
The next component of the intervention phase is the coaching of the middle managers
and fine-tuning utilising action research principles. The aim of this fine- tuning within
the coaching sessions is to ensure the reflections and experiences of the middle
managers are considered in the next coaching session and included in subsequent
intervention plans. Coaching is the process by which a suitably experienced person
equips others – the coachee – “with the tools, knowledge, and opportunities they need to
develop themselves and become more effective” (Peterson 1996, p.78). This process
aligns well with the in-depth one-on-one interview as coaching requires the control of
the researcher to ensure the middle manager is at ease by utilising effective
interpersonal skills, active listening and empathy. The process also allows for effective
utilisation of time to interview the middle manager as well as providing the ongoing
support and feedback required to evaluate the middle manager’s progress against agreed
goals.
However, coaching is not without risks. Managers need to have buy-in with the
coaching and not feel as if they are forced to participate. Often coaches and managers
are not clear on the agreed goals being sought and therefore the coaching falls short of
expectations. Lastly and most importantly, the coach and the manager require a trusting,
respectful and open relationship to ensure information, reflection and feedback is open
and honest (Thach & Heinselman 1999).
In response to these risks, the coach, who is also the researcher within the context of
this study, has built trusting, respectful and open relationships with all middle managers
over a number of years and has a history of providing coaching to all middle managers
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in the past along with the middle managers having buy-in and knowledge of the coach
as part of the process of voluntarily consenting to be part of the study. The interview
and coaching session were conducted in a private room and took approximately 60
minutes. The interview and coaching sessions were not audio recorded as it was
determined that this may impact on the middle managers perception of confidentiality
and negatively impact on the collection of rich data.
The purpose of the coaching sessions is to discuss the intervention plan and commence
coaching by the researcher to increase each individual middle manager’s skillset in
understanding and replicating the identified positive deviance behaviours and their
influence on their own team’s culture. Throughout each coaching session the researcher
will fine-tune the intervention plan based on feedback from the individual middle
manager. Feedback from the middle managers will be elicited utilising open-ended
questions to derive examples from the middle manager on their experiences, reflections
and perceptions, over the period between the coaching sessions, regarding their progress
towards influencing a positive culture within their teams.
Throughout the interview and coaching sessions, the researcher will be cognisant of
ensuring the analysis and interpretation of the qualitative data is credible. Appleton,
(1995) states:
“the determination of credibility can be accomplished only by taking data and
interpretations to the sources from which they were drawn and asking [middle
managers] whether they believe [or] find [the results] plausible and that the people
having that experience would immediately recognise it from those descriptions or
interpretations as their own” (p.995).
4.3

Findings

This section presents the findings from Phase One of the study: Intervention stage. The
method of intervention undertook a process of an in-depth one-on-one interview and
three subsequent coaching sessions with middle managers to identify positive deviance
behaviours in the context of the Organisational culture Survey (OCI) and build
individual intervention plans for the replication of these positive deviance behaviours.
The intervention plans were developed utilising directed content analysis coded data
from the in-depth one-on-one interview coded against the positive behaviours within the
‘constructive’ behaviour cluster within the OCI. The constructive behaviour cluster was
chosen for the alignment as the behaviours contained within this cluster are considered
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by Cooke & Lafferty (2004) as effective leadership behaviours for a positive
organisational culture. Secondly, these behaviours align to the behaviours which the
middle managers associated as being positive deviance behaviours. The coaching
sessions of the middle managers aimed to change the pattern of behaviours of the
individual middle managers, to replicate the positive deviance behaviours identified by
the middle manager, and influence a positive organisational culture. The following
discussion provides results from the qualitative component of the study including the
first interview, coding, the development of intervention plans and finally the coaching
sessions.
4.3.1 Identification of Positive Deviance Behaviours utilising Directed Content
Analysis
As previously discussed, the aim of the interview was to elicit information from
individual middle managers on the identification and interpretation of positive deviance
behaviours. The behaviours they considered were being displayed by high performing
and engaged teams in the organisation. The findings from the interview were coded for
each individual middle manager utilising the behaviours aligned with the ‘constructive’
behavioural cluster behaviours, as the coded themes (Table 4.4).
Middle managers were interviewed and spoke of a number of individuals within the
organisation who they identified as leading high performing teams. When asked by the
researcher to elaborate on what behaviours the leader of this team displayed, middle
managers (in part) replied,
Middle Manager 1 said,
“He just gets on with the job. Some people in our organisation are so concerned
with the process they forget about the outcome they are trying to achieve and then
ultimately the customer. He is referred to as the ‘go to man’ if you want
something done. He tends to start with the outcome and then looks for ways to
achieve that outcome without getting too hung up on the process.”
Middle Manager 3 said,
“They are interested in their employees and give opportunities for the employees
to go to training courses and conferences. The employees don’t always get along,
however the leader of the team sits down with them and works through any
conflict within the team that arises which results in an agreed conciliation between
the parties. They seem to get all of the good projects. I was on one of their project
teams and the leader really took the time to explore and plan the project with
everyone rather than just coming in and telling the project team this is what we
are going to do.”
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Middle Manager 6 said,
“She gets on really well with her staff. They speak very highly of her. What is
particular to her is that she openly shares her feelings with her staff when
something goes wrong. She is not frightened to say, “I don’t know what I am
doing here, I need your help”. I find that really empowering that she is willing to
say that in front of her staff.”
Middle Manager 8 said,
“He really knows his stuff. Nothing is ever too difficult for him. If he doesn’t
know the answer himself he knows exactly where to go to get it. He never seems
to be flustered, even when you know he is really busy he will take the time out to
discuss things with you. He is disgustingly enthusiastic all the time.”
The next step in the study was to examine the data from the interview with the
individual middle managers and code this data utilising the predetermined coding of the
positive behaviours contained within the ‘constructive’ cluster of behaviours from the
OCI. These positive deviance behaviours were subsequently utilised in the development
of the individual middle manager’s intervention plan.
Table 4.4 provides data (in part) from a sample of middle manager’s illustrating the
alignment of data from the interview with the directed content analysis coding. Results
from all middle managers can be found in Appendix A.
Table 4.4 - Alignment of Middle Manager first interview results (in part) coded against positive
deviance behaviours contained within the OCI ‘Constructive’ behavioural cluster

Constructive
Behavioural
Styles

Examples of Behaviours aligned with the
Constructive Behavioural Cluster in the OCI

Humanistic
Affiliativ
e

Gives positive rewards to others
Helps others to grow and develop
Encourages others
Helps others think for themselves
Resolves conflicts constructively
Good listener
Takes time with people
Involves others in decisions affecting them
Shows concern for the needs of others
Supportive of others
Treats people as more important than things
Good human relations skills
Share feelings and thoughts
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1

3

6

8

X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X

X
X
X
X
X
X
X
X
X

X
X

X
X

X
X

X

Achievement
Self Actualising

Shows concern for people
Open, warm
Deals with others in a friendly, pleasant way
Motivates others with friendliness
Cooperates with others
Tactful
Thinks in terms of the groups satisfaction
Takes moderate risks
Shows enthusiasm
Takes on challenging tasks
Explores alternatives before acting
Sense of accomplishment
Pursues a standard of excellence
Thinks ahead and plans
Sets moderately difficult goals
Knows the business
Works to achieve self set goals
Thinks in unique and independent ways
Enjoys their work
Open about self
Communicates ideas
Maintains personal integrity
Does even simple tasks well
Concerned about their own growth
Resists conformity
Quality over quantity
Spontaneous

X
X
X
X
X
X
X

X

X
X
X
X
X
X
X

X
X
X
X
X
X
X

X
X
X
X
X
X
X

X
X
X

X

X
X
X

X
X

X
X

X

X

X

X

X
X

X
X

X
X

X
X

X
X

X

X

X
X

X

X
X

X
X

X

X

Exploring this alignment further, Table 4.5 denotes the collective percentage of
behaviours which were coded utilising directed content analysis during the interview.
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Table 4.5 - Distribution of Positive Deviance Behaviours identified and utilised in Intervention
Plans across the Constructive Behavioural Styles (sample population)

Constructive
Behavioural
Styles

% total style

Humanistic

93%

Affiliative

82%

Achievement

42%

SelfActualising

47%

The analysis of this data illustrates that the majority of the behaviours which the middle
managers identified in the interviews, were aligned to the humanistic and affiliative
behavioural styles.

Middle managers identified 93% of the positive deviance

behaviours contained within the humanistic style and 82% within the affiliative style.
The significance of this alignment will be explored further in the discussion chapter.
The in-depth one-on-one interviews with the individual middle managers resulted in a
clear alignment of identified positive deviance behaviours with the predetermined
coding utilised under the directed content analysis. This finding suggests the use of the
behaviours within the constructive behavioural cluster of the OCI can be effectively
utilised as the coding for the directive content analysis. These findings also suggest the
confirmation of the behaviours contained within the constructive behavioural cluster as
clearly identifiable positive deviance behaviours. This finding confirms Hsieh’s (2005)
conclusions of the compatibility between direct content analysis predetermined coding
systems and qualitative methodologies utilised in-depth one-on-one interviews as a
method of data collection.
4.3.2

Intervention Plan and Coaching Sessions

The directed content analysis coding resulted in the identification of the positive
deviance behaviours which were used to develop individual intervention plans
depending on the results from the interview. The intervention plan was utilised over
three coaching session with individual middle managers to increase their skillset in
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understanding and replicating the identified positive deviance behaviours and their
influence on their own team’s culture.
Utilising an action research process as previously discussed in the Methodology
Chapter; at the completion of each coaching session, the intervention plan was
discussed and fine-tuned based on feedback from the individual middle manager’s
experiences, reflections and perceptions of their progress towards influencing a positive
culture within their teams.
An example of this fine-tuning is (in part) (Appendix B contains the full intervention
plan), Middle Manager 3 said in the second coaching session,
“I feel like my employees are still not putting forward all of their ideas in
meetings, even though I encourage them to do so.”
This further information resulted in a fine-tune to the intervention plan to encourage the
middle manager to take behavioural changes to openly reward employees for putting
forward ideas and to ensure the team has the opportunity as a whole to discuss the idea,
rather than the leader determining whether it is a good idea or not and shutting the
employee’s idea down.
Middle Manager 4 said in the final coaching session,
“The other day I was in a meeting with my staff when I tried to demonstrate the
behaviour of thinking in a unique way and resisting conformity. One of my staff
said, that’s not the process – we need to work through the process and see what
we come up with before jumping to a solution”.
This feedback resulted in a fine-tune to the intervention plan to encourage the middle
manager to explain to the team what he was trying to achieve. Namely, on return to the
workplace the middle manager would clearly state to employees his objective.
Informing the employees he wanted the team to think in unique ways and resist
conformity. In informing the employees of this objective, the employees will understand
and accept the shift in his normal behaviour.
On the final coaching session the researcher asked the middle managers whether they
perceived they had influenced organisational culture positively through understanding
and replicating positive deviance behaviours within their teams.
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Middle Manager 1 said,
“No not really. I am under so much pressure to deliver at the moment that I found
I kept falling back into my old ways and often it is easier just to tell your
employees what to do rather than go through the long weary process of asking
them what they think. I really haven’t put the time into that I should have. We
have just been too busy. I did try a couple of times and my employees made fun
of me and asked me why I was being so nice.”
Middle Manager 3 said,
“Yes. An example of this is the other day one of my employees came to me and
said that he had tried some of the positive deviance behaviours on his team that I
had told him I was trying to practice and his team responded in a really positive
way. I have really tried to work with my supervisor to get some challenging tasks
so I can pass these onto my team. This has taken some forward planning however
it has been really rewarding and I find my job satisfaction has really improved as
we are working on some really challenging projects and I feel like we are really
making a difference.”
The findings from this question suggest that some middle managers found their journey
more challenging than others in respect to their feelings of security, anxiety, reflection
and the practice of integrating the new set of skills into their behavioural norms and
unlearning their previously demonstrated behavioural norms. Some of the theoretical
reasons why this may have occurred are discussed further in the Discussion chapter.
4.4 Conclusion
This chapter outlined the methodology and research design developed to undertake
phase one of the study: the Intervention Phase. The chapter was structured to
demonstrate the deliberative thinking behind selecting this research design presented in
three stages. The first stage addressed the recruitment of middle managers. The second
stage is the data collection method of an in-depth one-on-one interview with middle
managers to gather information which was subsequently coded to identify positive
deviance behaviours in the context of the OCI and build individual intervention plans
for the replication of these positive deviance behaviours. The intervention plans were
developed utilising directed content analysis coded data from the in-depth one-on-one
interview coded against the behaviours within the ‘constructive’ behaviour cluster
within the OCI. The subsequent coaching of the middle managers through the
intervention plans was aimed to change the pattern of behaviours of the individual
middle manager, to replicate the positive deviance behaviours identified by the middle
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manager, and influence a positive organisational culture.
The findings from the directed content analysis showed a clear alignment between the
information gathered from the interview and the predetermined coding of the
behaviours aligned with the ‘constructive’ behavioural cluster. The proficiency of the
implementation of this method is demonstrated through this finding of clear alignment
demonstrating in-depth one-on-one interviews are a reliable method for gathering
information and the utilisation of the behaviours contained within the constructive
behavioural cluster of the OCI are a credible method for the directed content analysis
coding. This finding corresponds with Hsieh’s (2005) conclusions of the compatibility
between direct content analysis predetermined coding systems and qualitative
methodologies utilised in-depth one-on-one interviews as a method of data collection.
Some middle managers found their journey more challenging than others in the practice
of integrating the new set of skills into their behavioural norms and unlearning their
previously demonstrated behavioural norms. Some of the theoretical reasons why this
may have occurred are presented in Chapter 6.
In the context of the research question, ‘Can middle managers influence organisational
culture positively through the intervention of understanding and replicating positive
deviance behaviours within their teams’. The findings from Phase One: Intervention,
merge into the next phase of the study to provide a comprehensive and empirical
demonstration of whether middle managers can influence organisational culture
positively through understanding and replicating positive deviance behaviours within
their teams without the results from a baseline and post-test cultural analysis.
Phase Two of the study: Cultural Analysis will be discussed in the next chapter. The
findings presented in this chapter (Phase One: Intervention Phase) and the next chapter
(Phase Two: Cultural Analysis Phase) were collected and the analysis occurred
separately. However in the Discussion chapter (Chapter 6), results from phase one and
phase two are integrated to provide a holistic discussion of the research question.
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5 PHASE TWO – CULTURAL ANALYSIS

5.1 Introduction
This chapter describes the methodology and findings selected to undertake Phase Two
of the study: the Cultural Analysis Phase. Phase two of the study aims to determine if
the intervention (discussed in the previous chapter), has been successful. This phase will
utilise the OCI as a quantitative tool for cultural analysis.
The overall study design consists of a baseline cultural analysis test utilising the OCI,
the implementation of the intervention and finally a post cultural analysis test utilising
the OCI.
The quantitative baseline and post-test survey results will be utilised to determine if
there was a significant positive impact of the independent variable on the dependent
variable resulting in support of the proposition. The independent variable being ‘the
influence of middle managers’ and the dependent variable being ‘organisational
culture’.
This chapter will describe the methodology utilised for the quantitative baseline and
post-test cultural analysis testing. The chapter will conclude with the findings against
the individual propositions. The structure of the chapter is outlined in below (Figure
5.1).

Figure 5.1 - Structure of Chapter 5
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Proposition testing will be undertaken on two levels: level one – the overall cultural
level, level two – the cultural level at each individual OCI behavioural cluster, being:
P1

There is a significant difference between means of the baseline and post-test
survey OCI survey results

P2

There is a significant positive difference between the means of the baseline and
post-test OCI survey results across the constructive behavioural clusters

P3

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the passive/defensive behavioural clusters

P4

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the aggressive/defensive behavioural
clusters

5.2

Method

This section is presented in two stages. The first stage is the action stage and addresses
the quantitative data collection methods utilising the OCI for the baseline and post-test
cultural analysis testing.

The second stage is the data analysis and review stage,

whereby proposition testing against the baseline and post-test cultural analysis results
are undertaken.
5.3 Action - Data Collection
A quantitative approach provides for the utilisation of numerical data to explain a
particular phenomenon and permits for an objective measure of the culture without
researcher prejudice. Additionally, a quantitative approach is designed to eliminate the
influence of confounding variables and therefore establish a plausible cause-and-effect
relationship from the variables and can be administered and evaluated relatively quickly
(Boodhoo & Purmessur 2009).
Cultural analysis data collection methods have historically been qualitative in nature.
However, at the turn of this century quantitative models of cultural analysis started to
appear (Cooke & Lafferty, 2005). As discussed in the literature review, qualitative and
quantitative methodologies have their critics, however, in response to these criticisms a
mixed methods approach has been designed for this study and is reflected across the
two key phases of the study. The initial qualitative data collection method, referred to in
this study as ‘Phase One: Intervention’ will be used to inform the ‘Phase Two: Cultural
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Analysis’, which utilises quantitative data collection methodology. This approach takes
advantage of the methodology being able to be designed in two separate phases and
enables these individual methodologies and findings to be presented independent of
each other. Yin (1994) and Yauch & Steudel (2003) support the use of qualitative
research being used in conjunction with quantitative research methods as this approach
can reinforce the validity of organisational culture analysis studies.
The data collection methods selected for these studies were made with the context of the
organisation in mind and considering ease of access to middle managers and data. For
the purposes of the cultural analysis stage of the study, the OCI cultural analysis tool
was chosen to measure the baseline and post-test results of the organisational culture for
the selected regional NSW LGO. This OCI is discussed in section 5.2.3 below.
The quantitative approach has been identified by some researchers as being flawed
when applied to organisational culture analysis (Yauch & Steudel 2003), particularly
due to the rigidness of some of the cultural analysis tools utilised to measure
organisational culture.

Often these tools utilised pre-determined categories and as

discussed further in the chapter, no one tool offers a comprehensive assessment of
culture analysis due to survey items only measuring some components of culture and
the possible misinterpretation of questions being used within the survey tool (Yauch &
Steudel 2003).
In evaluating the utility of the cultural analysis tool selected for this study, a number of
considerations were deliberated. These were discussed within the literature review in
Section 2.2. Yauch & Steudel (2003) determined there is no ‘ideal’ tool and therefore a
tool which may work well in one environment or organisation may not work well in
another. A study undertaken in 2007 compared 49 cultural analysis instruments (Jung,
Scott, Davies, Bower, Whalley, McNally & Mannion, 2007) to understand their
effectiveness measured against seven criteria, namely description, appropriateness,
reliability, validity, responsiveness, interpretability and application. Descriptions of
these criteria are noted below (Table 5.1).

Table 5.1 - Description of criteria utilised in Cultural Analysis Tools (Jung et al. 2007, p.13-14)
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Criteria

Description

Description

Origin, theoretical underpinning, purpose, format and structure

Appropriateness

Responsiveness

Has the tool been used in an organisational setting, time
required to complete and use of language used
Free from random error, scores are consistent and reproducible,
test retest reliability
Predictive in measurement, measures all the elements of culture
as compared to theory, allows for ethnicity differences
Sensitive to changes over time such as intervention

Interpretability

Scores are easily understood and interpreted

Applications

Which type of organizations the tool had been utilised

Reliability
Validity

The results of the Jung et al., (2007) study found the OCI scored in the highest rankings
for the first four of these eight criteria and second highest ranking for the last four
criteria (Table 5.2). This study provided the confirmation to the researcher that the OCI
was an appropriate, highly validated and reliable tool to utilise for measuring culture
within an organisation.
Table 5.2 - Results from Jung et al. (2007) study comparing Cultural Analysis Tools (pg. 64-66)

Measure

OCI

Internal Consistency

Adequate

Comparison to other Cultural
Analysis Surveys
Highest rating along with 46% of others

Test-Retest Reliability

Adequate

Highest rating along with 10% of others

Association
Outcomes
Dimensional
Sensitivity
Association
Culture/Climate
Aggregation

with A

Association
Descriptives

with Minimal

Adequate

Highest rating along with 19% of others

with No Assessment

Rated in second highest category along
with 90% of others
Rated in second highest rating along
with 80% of others
Rated in second highest category with
31% of others, only 21% of others
scored higher
Rated in second highest category along
with 88% of others

No Assessment

Sensitivity to Change
5.3.1

Highest rating along with 38% of others

No Assessment

Organisational Culture Index (OCI)

As discussed in chapter 2, the OCI is a cultural analysis tool which was developed by
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Cooke and Lafferty in 1988. The OCI seeks to measure and expose the behavioural
norms and assumptions operating within an organisation, a section or a team, to reveal
the construal of the culture and the fundamental behaviors (task oriented and people
orientated) required to be accepted in the organisation. The resultant measurement of
the OCI is divided into three behavioural clusters consisting of constructive styles,
considered to be effective behaviours contributing to organisational culture and
conversely passive/defensive and aggressive/defensive styles considered to be less
effective behaviours contributing to organisational culture. These clusters are further
delineated into twelve individual behaviours or ‘styles’ of thinking, behaving, and
interacting (Szumal 1998). An illustration of the relationship between the clusters and
styles is illustrated in (Figure 4.3), however for the ease of the reader is illustrated again
below.
OCI Survey

Constructive

Passive/Defensive

Aggressive/Defensive

Perfectionistic

Competitive

Power

Oppositional

Avoidance

Dependent

Conventional

Approval

Self Actualising

Achievement

Affilitative

Humanistic

The definition of these behavioural clusters and contained behavioural styles is
elaborated further in Table 5.3 below (adapted from Szumal 1998, p.3,8,9).
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Table 5.3 - Definitions of OCI Behavioural Clusters and Behavioural Styles
Behavioural
Cluster

Definition
Employees

Behavioural
Style
are

encouraged to interact
with

people

Achievement

and

Constructive

approach tasks in ways
that will help them to

Self
Actualizing

meet their higher order
satisfaction needs for

Employees
are
supportive,
constructive and open to influence in
their dealings with others

Affiliative

Employees are friendly, cooperative
and sensitive to the satisfaction of
their team members

Approval
Employees

believe

Passive/Defensive

they must interact with
people in ways that

Conventional

will not threaten their
own

security

of

Dependent

Avoidance

Employees shift responsibilities to
others and avoid any possibility for
being blamed for a mistake

Oppositional

Employees are critical, oppose ideas
of others and make sae but
ineffectual decisions

Aggressive/Defensive

are

expected to approach

Power

tasks in forceful ways
to protect their status
and

security

of

Employees are expected to agree
with, gain approval of and be liked
by others
Employees are to conform, follow
the rules and make a good impression
Employees do what they are told and
clear all decisions with their
supervisors

employment

Employees

Employees set challenging but
realistic goals, establish plans to
reach those goals, and pursue them
with enthusiasm
Employees enjoy their work, develop
themselves and take on new and
interesting activities.

Humanistic

esteem, affiliation and
self-actualisation

Definition

Competitive

employment
Perfectionisti
c

Employees take charge, control
subordinates and yield to the
demands of their supervisors
Employees operate in a ‘win-lose’
framework and work against each
other
Employees avoid mistakes, keep
track of everything and work long
hours to attain narrowly defined
objectives

As discussed in the literature review, Schein (2004) established as the levels of culture
become more visible they become easier to measure with standardised cultural analysis
tools. Quantitative cultural assessment tools are an efficient means of measuring the
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visible levels of culture, however the deeper less visible levels of culture, can only be
investigated through focused interviews, and the involvement of organisational
members in analysis (Rousseau, 1990). This supports the mixed methods approach to
the study and the use of qualitative measures as a means of assessing the less visible
levels of organisational culture, and the OCI as a cultural analysis tool to measure the
visible levels of culture.
The OCI is designed to measure culture across organisations and within organisations
such as comparing departments or teams within an organisation. This provides the
opportunity to compare different organisations as well as compare teams within
organisations. When utilised consistently over a continuum of years the OCI allows for
a comparison of culture progression of the organisation and/or teams within the
organisation over this period of time.
The OCI has been utilised frequently and consistently by the participating NSW LGO
since 2004. It is therefore, a familiar instrument to all of the middle managers within the
study and provides data over a continuum of years to enable the organisation to
compare culture from year to year.
In the context of this study, the tool will be utilised to compare the sample group over
time. This will be conducted in three steps; first, a baseline measurement of the culture
will be carried out utilising the OCI. Second, the planned intervention will implemented
(as discussed in the previous chapter), and finally a post-test measurement, utilising the
OCI, will be undertaken to determine if there has been a positive increase in the means
between the baseline and post-test results. The baseline and post-test survey results will
be analysed to determine if there was a significant positive impact of the independent
variable on the dependent variable resulting in support of the

proposition. The

dependent variable is ‘organisational culture’ and the independent variable is ‘the
influence of middle managers’.
The OCI measurement results in a set of mean scores at three levels: the overall sample
population level, the behavioural cluster level and finally the behavioural style level.
The OCI requires the participant to complete a series of questions which result in a
numerical result. The results are collated by a third party organisation (Human
Synergistics). This organisation analyses the raw data providing mean results (range =
0-50) for all participates. When these are correctly interpreted they provide indications
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of what drives organisational culture within the surveyed sample (Szumal, 1998). The
higher the scores in the constructive styles the more positive and effective the culture is,
and conversely, the lower the scores in the passive/aggressive and defensive/aggressive
the more positive and effective the culture is (Szumal 1998). An example of sample data
in a tabular form is provided below (Table 5.4).
Table 5.4 - Tabular Illustration of Sample Data from OCI, (Szumal 1998)

Styles
Constructive

Mean

Range

Humanistic

45.67

0-50

Affiliative

43.67

0-50

Achievement

44.40

0-50

Self Actualising

39.87

0-50

Approval

17.13

0-50

Conventional

17.60

0-50

Dependent

22.80

0-50

Avoidance

12.27

0-50

Oppositional

18.60

0-50

Power

15.00

0-50

Competitive

13.93

0-50

Perfectionistic

22.67

0-50

Passive/Defensive

Aggressive/Defensive

5.4 Data Analysis and Review
The final step in the study is to analyse the quantitative dataset from the baseline and
post-test OCI survey of participating middle managers to determine if there was a
positive shift in the mean scores between the baseline and post-test data. This data is
displayed and discussed later in the chapter.
A t-test for dependent means (two-tailed at p ≤ 0.10) was chosen to be the appropriate
statistical technique due to the independent variable (influence of middle managers)
measured within subjects and having only two levels (baseline and post-test) and the
dependent variable (organisational culture) being quantitative in nature being measured
on an interval level (Jaccard & Becker, 2010). A within subjects design is utilised when
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all participants of the study are exposed to the same intervention. An interval level of
measurement is when the difference between the two measurements is meaningful, that
is the differences in the distance along the scale are equally distant. Analysis is
undertaken between the baseline and post-test of the OCI results utilising the resultant
set of mean scores at two levels: level one – the overall cultural level and level two –
the cultural level at each individual OCI behavioural cluster, to establish whether there
is a significant positive impact of the independent variable on the dependent variable.
A two-tailed test is utilised to test for the possibility of the relationship in both
directions between the baseline and post-test results. The ‘constructive’ behavioural
cluster component of the survey is seeking to establish a positive difference in the
means (increase in constructive styles of behaviour) due to the intervention whereas the
passive/defensive and aggressive/defensive component of the survey is seeking to
establish a negative difference in the means (decrease in passive/defensive and
aggressive/defensive styles of behaviour) due to the intervention. This statistical
analysis will be utilised to test the propositions:
P1

There is a significant difference between means of the baseline and post-test
survey OCI survey results

P2

There is a significant positive difference between the means of the baseline and
post-test OCI survey results across the constructive behavioural clusters

P3

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the passive/defensive behavioural clusters

P4

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the aggressive/defensive behavioural
clusters

5.5 Findings
This section presents the findings from Phase Two of the study: Cultural Analysis stage.
The method prescribed the use of the OCI cultural analysis tool to survey the sample
population of middle managers on a time continuum of baseline and post-test as
discussed in the previous section.
5.5.1

First level – Overall Cultural Level

The sample population was surveyed utilising the OCI cultural analysis to determine if
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there was a significant difference between the means of the baseline and post-test data
of the sampled population and therefore establish if there was a significant positive
impact of the independent variable on the dependent variable across the overall OCI
survey. The independent variable being ‘the influence of middle managers’ and the
dependent variable is ‘organisational culture’.
Table 5.5 demonstrates there was a slight undesired movement in the organisational
culture of -0.15 difference in the means between the baseline and post-tests across the
three behavioural clusters of constructive, passive/defensive and aggressive/defensive
(definitions of these clusters are described previously within the chapter). However,
utilising a dependent means t-test (two tailed) it was determined this was not a
statistically significant movement at a confidence level of p ≤ 0.10. This result is not
statistically significant in relation to the proposition, however is significant in the
context of the study being undertaken throughout a period of major organisational
change. This significance will be discussed in the following chapter.
Table 5.5 - Baseline and Post-test Results for the OCI Survey for the overall Sample Population

OCI overall

Mean
Mean Diff
SD

Baseline

Post-test

33.07

32.94
-0.15
124.69

t value

-1.398598

p value

0.164825 (not significant)

These results suggest that although there was a slight desired difference in the means at
p≤0.10, this difference was not significant enough to confidently state that the influence
of middle managers did have an effect on the organisational culture and therefore the
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study did not support the proposition :
P1

There is a significant difference between means of the baseline and post-test
survey OCI survey results

5.5.2

Second Level – Cultural Level at each individual OCI Behavioural Cluster

The data was further segmented into the three OCI behavioural clusters of constructive,
passive/defensive and aggressive/defensive (definitions of these clusters are described
previously within this chapter) for further analysis.

These clusters were analysed

independent of each other, to establish if there was a significant desired impact of the
independent variable on the dependent variable within the clusters. The independent
variable being ‘the influence of middle managers’ and the dependent variable being
‘organisational culture’.
This segmentation seeks to demonstrate a positive difference in the baseline and posttest means for the constructive behavioural cluster (an increase in the means of these
effective behaviours) to establish whether the middle managers influence had a desired
positive impact on the organisational culture.

Conversely the analysis seeks to

demonstrate a negative difference (decrease in the means of these less effective
behaviours) within the passive/defensive and aggressive/defensive behavioural clusters
to establish if the middle managers influence had a desired negative impact on the
organisational culture. In summary, if the intervention between the baseline and posttest OCI was successful in impacting on the organisational culture the desired result we
should expect to find is a positive difference in the means within the constructive
clusters (increase in these behaviours) and a negative difference within the means of the
passive/defensive and aggressive/defensive clusters (decrease in these behaviours)
(Figure 5.2).
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Figure 5.2 - Desired movement within the OCI Behavioural Clusters

The statistical analysis of the data within the behavioural clusters has been summarised
in Figure 5.3. This figure demonstrates there was a slight positive difference attained
within the constructive behavioural cluster of 0.60 between means of the baseline and
post-test of the OCI survey. Conversely, the figure demonstrates there was a slight
negative

difference

in

the

means

attained

in

the

passive/defensive

and

aggressive/defensive clusters of -0.37 and -0.67 respectively. Both the desired positive
difference in the constructive cluster and the desired negative difference in the
passive/defensive and aggressive/defensive clusters demonstrate the intervention
between the baseline and post-test OCI survey achieved a slight movement towards a
more desired organisational culture. The next section will statistically analyse this data
to determine if these differences are statistically significant. Although there are only
slight desired differences in the means within each cluster, as discussed earlier this
result is significant in the context of the study being undertaken throughout a period of
major organisational change. This significance will be discussed in the following
chapter.
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Figure 5.3 - Baseline vs Post Test Results from the OCI Survey detailing differences between
the means of the Behavioural Clusters

5.5.2.1 Constructive
Table 5.6 demonstrates there was a desired positive difference in the organisational
culture of a 0.60 in the means between the baseline and post-tests found within the
constructive behavioural cluster. Through the previously discussion method of
statistical analysis, these results suggest there was enough of a desired positive
difference to confidently state that the influence of middle managers did have a
significant positive effect, at p=<0.10, on the organisational culture and therefore the
study supports the proposition:
P2

There is a significant positive difference between the means of the baseline and
post-test OCI survey results across the constructive behavioural clusters

Table 5.6 - Baseline vs Post-test Results from the OCI survey for the Constructive Behavioural
Cluster

Mean
Mean Diff
SD
t value
p value

Constructive
Baseline
Post-test
33.93
34.53
0.60
30.6
3.882123
0.000438 (significant)

In summary, this result confirms that the intervention between the baseline and post-test
OCI survey resulted in middle managers having a desired positive influence on the
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behaviours within the constructive cluster through understanding and replicating
positive deviance behaviours within their teams.

The behaviours which positively

influence a culture (as established in Section 5.3.1) are the setting of challenging but
realistic goals, employees enjoying their work, developing themselves, being supportive
and open to influence in their dealings with others as well as being friendly, cooperative
and sensitive to the satisfaction of their team members.
5.5.2.2 Passive/Defensive
The data in (Table 5.7) demonstrates that there was a desired negative difference in the
organisational culture of -0.37 in the means between the baseline and post-tests found
within the passive/defensive behavioural cluster. Through the previously discussed
method of statistical analysis, these results suggest there was enough of a desired
significant difference at p≤0.10, to confidently state that the influence of middle
managers had a desired effect on reducing the passive/defensive behavioural style and
therefore the study supports the proposition:
P3

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the passive/defensive behavioural clusters

Table 5.7 - Baseline vs Post-test Results from the OCI survey for the Passive/Defensive
Behavioural Cluster

Mean
Mean Diff
SD
t value
p value

Passive/Defensive
Baseline
Post-test
32.20
31.84
-0.37
35.75
-2.181862
0.035922 (significant)

In summary, this result confirms the intervention between the baseline and post-test
OCI survey resulted in middle managers having an influence on the behaviours within
the passive/defensive cluster through understanding and replicating positive deviance
behaviours within their teams. The behaviours which the study expected to see a
decrease in through the influence of the middle managers on the passive/defensive
behavioural cluster culture (as established in Section 5.3.1), are: employees are
expected to agree with and gain approval at all times from supervisors, conform, follow
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the rules and make a good impression (even if the rules set by the supervisor are outside
of the organisations values), ensure they do what they are told to do and clear all
decisions with their supervisors and shift responsibilities to others to avoid any
possibility for being blamed for a mistake.
5.5.2.3 Aggressive/Defensive
The data in (Table 5.8) demonstrates there was a desired negative difference in the
organisational culture of -0.67 in the means between the baseline and post-tests found
within the aggressive/defensive behavioural cluster. Through the previously discussed
method of statistical analysis, these results suggest there was enough of a desired
negative difference at p≤0.10, to confidently state that the influence of middle managers
had a desired effect on reducing the aggressive/defensive behavioural style and
therefore the study supports the proposition:
P4

There is a significant negative difference between the means of the baseline and
post-test OCI survey results across the aggressive/defensive behavioural
clusters

Table 5.8 - Baseline vs Post-test Results from the OCI survey for the Aggressive/Defensive
Behavioural Cluster

Mean
Mean Diff
SD
t value
p value

Aggressive/Defensive
Baseline
Post-test
33.08
32.41
-0.67
26.26
-4.66430
0.00004 (significant)

In summary, this result confirms the intervention between the baseline and post-test
OCI survey did result in middle managers having an influence on the behaviours within
the aggressive/defensive cluster through understanding and replicating positive
deviance behaviours within their teams. The behaviours which the study expected to see
a decrease in through the influence of the middle managers on the behavioural cluster of
aggressive/defensive culture (as established in Section 5.3.1) are: employees being
critical, oppose ideas of others and make safe but ineffectual decisions, taking charge
and controlling subordinates to the demands of their supervisors in and ‘win-lose’
environment where employees work against each other and keep track of everything to
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such detail they have to work long hours to attain narrowly defined objectives – no
mistake is tolerated.
To further analyse the compilation of behavioural styles, the data was segmented further
into the twelve behavioural styles contained within the clusters, namely;
•

constructive cluster - humanistic, affiliative, achievement and self-actualising

•

passive/defensive cluster - approval, conventional, dependent and avoidance

•

aggressive/defensive cluster

- oppositional, power, competitive and

perfectionistic
This further analysis was undertaken to determine if the intervention between the
baseline and post-test OCI survey was more successful on some of the behavioural
styles than others and further determine if there is some correlation between the
behaviours identified by the middle managers and subsequently coached within the
intervention, and the resultant findings. For example, if the majority of the intervention
was focussed on the positive deviance behaviours aligned with the constructive
behavioural style of humanistic – is this evident in the findings.
5.5.3

Cultural Level at each individual OCI Behavioural Style Level

As previously discussed in the chapter the resultant measurement of the OCI is divided
into three behavioural clusters consisting of constructive styles, considered to be
effective

behaviours

contributing

to

organisational

culture

and

conversely

passive/defensive and aggressive/defensive styles considered to be less effective
behaviours contributing to organisational culture. These clusters are further delineated
into twelve individual behaviours or ‘styles’ of thinking, behaving, and interacting
(Szumal 1998). An illustration of the relationship between the clusters and styles is
illustrated in (Figure 4.3), however for the ease of the reader is illustrated again below.
OCI Survey

Constructive

Passive/Defensive

Perfectionistic

Competitive

Power

Oppositional

Avoidance

Dependent

Conventional

Approval

Self Actualising

Achievement

Affilitative

Humanistic
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Aggressive/Defensive

As discussed above, for a deeper analysis of the behavioural styles the OCI data was
further segmented into the twelve behavioural clusters within constructive,
passive/defensive and aggressive/defensive (definitions of these clusters are described
previously within the chapter) for further analysis.

These styles were analysed

independent of each other to establish if there was a significant positive impact of the
independent variable on the dependent variable within the clusters. The independent
variable being ‘the influence of middle managers’ and the dependent variable being
‘organisational culture’.
This segmentation seeks to demonstrate a difference in the baseline and post-test means
for the individual behaviourial styles contained within the constructive cluster (increase
in these effective behaviours) to establish if the middle managers influence had a
positive impact on the organisational culture.

Conversely the analysis seeks to

demonstrate a difference with a decrease in these less effective behaviours for the
behavioural styles contained within the passive/defensive and aggressive/defensive
behavioural clusters to establish if the middle managers influence had an impact on the
organisational culture.
This analysis will further determine if there is a correlation between the particular
behavioural styles on other behavioural clusters and ultimately the organisational
culture. This analysis may influence recommendations for further study.
5.5.3.1 Constructive
The findings in Table demonstrates there was a slight difference in the means of 1.01,
0.65, 0.47 and 0.28 between the baseline and post-tests across the humanistic,
affiliative, achievement and self-actualising behaviours styles respectively.
Through the previously discussed method of statistical analysis, these results suggest
there were mixed results across the constructive behavioural styles (Table 5.9). The
styles of achievement and self-actualising were found to have results which suggest
there was not enough of a difference statistically at p≤0.10, to confidently state that the
influence of middle managers had a positive effect on the organisational culture.
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Conversely, the styles of humanistic and affiliative were found to have results which
suggest there was enough of a difference statistically at p≤0.10, to confidently state that
the influence of middle managers had a positive effect on the organisational culture.
These results may indicate a potential social effect. Certain behavioural styles are
believed to be acceptable social norms and schemas in the Australian social culture;
characteristics of the behaviours contained within achievement and self-actualising are
behaviours which are perceived by Australians as behaviours displayed by tall poppies;
“a tall poppy is a person who is conspicuously successful” Peeters, (2003, p.22). This
concept will be discussed further in Chapter 7.
Table 5.9 - Baseline vs Post Test Results from the OCI Survey for the Constructive Behavioural
Styles
Humanistic
Affiliative
Baseline
Post-test
Baseline
Post-test
Mean
34.09
35.10
35.04
35.65
Mean Diff
1.01
0.65
SD
7.9
1.49
t Value
3.052145
4.522367
p value
0.01577 (significant)
0.001944 (significant)

Mean
Mean Diff
SD
t Value
p value

Achievement
Baseline
Post-test
34.38
34.86
0.48
10.43
1.260989
0.242843 (non significant)

Self Actualising
Baseline
Post-test
32.22
32.50
0.28
8.17
0.824772
0.433403 (non significant)

In summary these findings provide mixed results on confirming the intervention
between the baseline and post-test OCI survey and whether the middle managers had a
positive influence on the behaviour styles within the constructive cluster through
understanding and replicating positive deviance behaviours within their teams. This will
be discussed further in the next chapter.
5.5.3.2 Passive/Defensive
The data in Table 5.10 demonstrates there was a slight difference of -0.46, -0.22,
0.21 and -1.0 difference in the means between the baseline and post-tests across the
convention, dependent, approval and avoidance behavioural styles respectively.
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Through the previously discussed method of statistical analysis, these results suggest
there were mixed results across the passive/defensive behavioural styles (Table 5.10).
The styles of approval, conventional and dependent were found to have results which
suggest there was not enough of a difference statistically at p≤0.10, to confidently state
that the influence of middle managers had a desired effect on the organisational culture.
Conversely, the style of avoidance was found to have results which suggest there was
enough of a difference statistically at p≤0.10, to confidently state that the influence of
middle managers had a desired effect on the organisational culture.
In summary these findings provide mixed results in confirming the intervention between
the baseline and post-test OCI survey and whether the middle managers had an
influence on the behaviours styles within the passive/defensive cluster through
understanding and replicating positive deviance behaviours within their teams.
Table 5.10 - Baseline vs Post Test Results from the OCI Survey for the Passive/Defensive
Behavioural Styles
Approval
Conventional
Baseline
Post-test
Baseline
Post-test
Mean
32.17
31.71
32.22
32.01
Mean Diff
-0.46
-0.22
SD
7.94
7.02
t Value
1.378534
0.693899
p value
0.205357 (non significant)
0.50739 (non significant)

Mean
Mean Diff
SD
t Value
p value

Dependent
Post-test
32.50
0.21
10.09
0.557917
0.592167 (non significant)

Baseline
32.29

Avoidance
Baseline
32.13

Post-test
31.13

-1.00
3.77
4.871
0.00232 (significant)

5.5.3.3 Aggressive/Defensive
The data in Table demonstrates that there was a slight difference of -0.46,
-1.08, -0.85 and -0.31 difference in the means between the baseline and post-tests across
the oppositional, power, competitive and perfectionist behaviours styles respectively.
Through the previously discussed method of statistical analysis, these results suggest
there were mixed results across the aggressive/defensive behavioural styles (Table
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5.11). The styles of oppositional and perfectionist were found to have results which
suggest there was not enough of a difference statistically at p≤0.10, to confidently state
that the influence of middle managers had a desired effect on the organisational culture.
Conversely, the styles of power and competitive were found to have results which
suggest there was enough of a difference statistically at p≤0.10 to confidently state that
the influence of middle managers had a desired effect on the organisational culture.
Table 5.11 - Baseline vs Post Test Results from the OCI Survey the Aggressive/Defensive
Behavioural Styles
Oppositional
Power
Baseline
Post-test
% diff
Baseline
Post-test
% diff
Mean
32.17
31.71
-1.42%
32.83
31.75
-3.29%
Mean Diff
-0.46
-1.08
SD
7.94
9.04
t Value
1.378534
3.050989
p value
0.205357 (non significant)
0.015797 (significant)

Mean
Mean Diff
SD
t Value
p value

Competitive
Baseline
Post-test
% diff
33.82
32.97
-2.50%
-0.85
3.68
3.73817
0.00572 (significant)

Perfectionistic
Baseline Post-test
% diff
33.49
33.19
-0.92%
-0.31
2.22
1.760419
0.116372 (non significant)

In summary, these findings provide mixed results on confirming the intervention
between the baseline and post-test OCI survey and whether the middle managers had an
influence on the behaviours styles within the aggressive/defensive cluster through
understanding and replicating positive deviance behaviours within their teams.

5.6

Conclusion

This chapter outlines the methodology and research design developed to undertake
phase two of the study: the Cultural Analysis Phase. The data analysis statistically
analyses the data at three levels: the overall study level, the behavioural cluster level
and finally the behavioural style level utilising a dependent sample two tailed t-test (p ≤
0.10).
The sample population was surveyed utilising the OCI cultural analysis to determine if
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there was a significant difference between the means of the baseline and post-test data
of the sampled population and therefore establish if there was a significant positive
impact of the independent variable on the dependent variable. The independent variable
being ‘the influence of middle managers’ and the dependent variable being
‘organisational culture’.
As discussed, the data was analysed at three levels resulting in a detailed analysis of the
overall study data, the behavioural cluster level and finally the behavioural style level.
The overall study found that there was a positive difference in the means of the baseline
and post-test OCI, however the difference was not statistically significant level.
The second level of data analysed found similar results in so much as all components
found a slight difference in the means of the baseline and post-test OCI results, however
there were mixed results in respect to the statistical analysis of the individual
components of the behavioural clusters and behavioural styles of the OCI.

Some

components were found to be statistically non-significant whilst others were found to be
significant.
A summary of the findings within the levels analysed within phase two of the study,
against the propositions are summarised in Table 5.12 below.
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Did not support the proposition

OCI Overall

Table 5.12 - Proposition results
Humanistic
Affiliative
Constructive Supported the proposition
Achievement
Self Actualising
Approval
Passive
Conventional
Supported the proposition
Defensive
Dependent
Avoidance
Oppositional
Aggressive
Power
Supported the proposition
Defensive
Competitive
Perfectionistic

Supported the proposition
Supported the proposition
Did not support the proposition
Did not support the proposition
Did not support the proposition
Did not support the proposition
Did not support the proposition
Supported the proposition
Did not support the proposition
Supported the proposition
Supported the proposition
Did not support the proposition

In the context of a major organisational restructure which occurred during the course of
the study, these results are significant. Organisational change including organisational
restructures, such that occurred during the course of this study, are often found to
impact on the culture of the organisations negatively. This was not the case in this
study. The significance of this finding will be discussed in the following chapter.
The findings presented in this chapter (Phase Two: Cultural Analysis Phase) and the
previous chapter (Phase One: Intervention) were collected and the analysis occurred
separately to reflect a mixed methods approach. The following chapter will discuss
results from phase one and phase two to provide a holistic discussion of the research
question.
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6 DISCUSSION

6.1

Introduction

Chapters 4 and 5 provided a synthesis of the methodology and findings from the study
which was segmented into two phases: Phase One; Intervention and Phase Two:
Cultural analysis. This chapter will elaborate on these findings providing discussion as
is relates to the current body of knowledge.
As discussed previously, an exploration of the literature acknowledged the connections
between leadership’s influence on organisational culture during change and ultimately
organisational performance. Walumbwa (2010) found this connection to be imperative
for organisational performance. However, there is a relative scarcity of studies on how
organisations can ensure change is successful and sustainable without impacting
negatively on the culture and performance of the organisation. Namely, a framework
which explores the links between a) how cultural change is best achieved, b) who is best
to lead the change and c) what method should be utilised.
This research gap resulted in a research design which examined the variables of an
opportunity-centred approach to organisational culture change. This approach found the
combination of variables of replication of positive deviance behaviour at the
hierarchical level of middle manager, can positively influence organisational culture.
This translates into a concise research question:
In the context of organisational change, can middle managers influence organisational
culture positively through the intervention of understanding and replicating positive
deviance behaviours within their teams?
6.2

Impact of Organisational Restructuring on Organisational Culture

Organisational change, including organisational restructures, impact on the culture of
organisations, often negatively. Roan, Lafferty & Loudoun, (2002) found organisational
restructuring caused consistent negative impacts on the job security, job satisfaction,
commitment and wellbeing and accordingly employee satisfaction, organisational
culture and organisational performance. The more dissatisfied employees are with their
87

organisation the more frequently employees will become disengaged from the
organisation and display disengaged behaviours such as work avoidance (Probst 2003).
These studies would suggest the organisational restructure which occurred during the
study intervention, would adversely impact on employee satisfaction and ultimately the
organisational culture.
The results of this study found the replication of positive deviance behaviours identified
within the constructive behaviours styles of the OCI, were able to counteract the
negative impacts normally associated with organisational restructures. The modification
of the middle managers leadership behaviours were able to influence and maintain
employees previous levels of job satisfaction, commitment and wellbeing to the
organisation. These findings were supported with statistically significant desired results
found within the constructive styles of behaviour; the main focus of the replication of
the positive deviance behaviours contained within the intervention phase. This finding
is significant in response to the research question and concludes middle managers can
influence organisational culture positively in the context of change, through
understanding and replicating positive deviance behaviours within their teams.
The process of specifically identifying the positive deviance behaviours of constructive
leaders drives a more effective constructive culture which ultimately results in increased
organisational culture and performance (Jones 2006) and (Cooke & Rousseau 1988).
Organisations with dominant constructive behaviours employ staff who are encouraged
to interact with people and approach tasks in ways that help them meet their higherorder satisfaction needs resulting in a significant positive correlation between
organisational culture and job satisfaction (Sempane 2002).
This study concludes an organisation can minimise the negative impacts of
organisational structural change on organisational culture utilising an opportunitycentred participative process which intrinsically includes a process of trust, respect and
dignity.
6.3

Impact of Constructive and Positive Deviance Behaviours on Organisational
Culture

An opportunity-centred participative approach to change offers an effective way to
change behaviours and organisational culture. Positive deviance, as a means of
opportunity-centred participative approach to change, concentrates on working towards
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a positive culture by looking forward and focussing on the positive deviance behaviours
already occurring within an organisation. Organisations which display a behavioural
dominance in the positive deviance behaviours contained within the constructive
behavioural cluster, are more effective organisations than those that display a
dominance in behaviours across the passive/defensive and aggressive/defensive
behavioural clusters.
This study suggests a cause and effect relationship between the identification and
replication of positive deviance behaviours, and the constructive behavioural styles of
humanistic and affiliative. A substantial proportion of the positive deviance behaviours
identified by the middle managers were aligned with two of the four constructive
behavioural styles of the OCI, namely; humanistic and affiliative. These positive
deviance behaviours therefore dominated the intervention phase and formed the basis of
modification in the middle managers behaviour. The statistical analysis between the
baseline and post testing concluded the only two behavioural styles in the constructive
cluster which were found to have statistically significant desirable movements were
contained within the humanistic and affiliative behavioural styles. This result suggests
a cause and effect relationship of the effectiveness of the intervention, namely; middle
managers modifying their behaviours to replicate the identified positive deviance
behaviours.
The results of this study supports Cooke & Lafferty’s (2005) findings that organisations
with dominant constructive behaviours employ staff who are encouraged to interact
with people and approach tasks in ways that help them meet their higher-order
satisfaction needs. This also conforms with Crom & Bertels (1999) notion of positive
deviance behaviours and their alignment with high performing individuals and effective
organisational culture. These results also support the effectiveness of the opportunitycentred approach of positive deviance.
6.4

Influence of Middle Managers

Effective organisations have leaders who are able to influence employee satisfaction
and organisational culture. The influencing behaviours of effective leaders create,
change, develop and influence behaviours within organisations. Effective leaders are
aware of their values and beliefs and focus on building their employees strengths and
thinking. An alignment of leaders and employees behaviours and values, builds high
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quality trusting relationships. These high quality trusting relationships are conducive
with a positive and engaging organisational culture.
The statistical results from this study found middle managers were able to significantly
influence the culture at the behavioural cluster level, namely constructive,
passive/defensive and aggressive/defensive. The results showed a desirable increase in
the behaviours contained within the constructive cluster and a desirable decrease in the
behaviours contained within the passive/defensive and aggressive/defensive clusters.
This finding is significant in response to the research question and concludes middle
managers can influence organisational culture positively through understanding and
replicating positive deviance behaviours within their teams. If the results of middle
managers influence had been random and not specifically caused by the effects of the
intervention, there may not have been the statistically significant results for these two
constructive behavioural styles alone; there would have been an expectation to see the
same result for the other constructive behavioural styles, self-actualising and
achievement, however this was not the case.
This is supported by Grenny et al. (2008) who found those individuals who succeeded
in implementing change did not differ from those that did not succeed, except they
utilised multiple sources of influence across the organisation resulting in substantial and
sustainable change. “Effective and successful influencers drive change in organisations
by relying on strategies from several different sources of influence at the same time.
Those who understand how to combine multiple sources of influence are up to ten times
more successful at producing substantial and sustainable change” (p.5).
6.5

The Connection between Leadership Behaviours, Organisational Culture
and Organisational Performance

Organisations ‘have’ a culture and that ‘culture’ is a variable which can be influenced to
achieve an outcome; organisational performance. High performing organisations have
leaders who are able to influence employee satisfaction and organisational culture
(Maurer 2010). The connection between leadership and culture was empirically
supported in this study. The study found anecdotal and empirical evidence to support
this connection.
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Throughout the intervention phase it became evident culture could be influenced by the
modified leadership behaviours of the middle managers replicating positive deviance.
The modification of these leadership behaviours influenced the job satisfaction and
wellbeing of the employees resulting in a desired impact on the organisational culture.
This evidence came from some middle managers providing anecdotal comments on the
impact they believed they were having on their teams, based on feedback from their
team members. For example, middle manager 3 said,
“Yes. An example of this is the other day one of my employees came to me and
said that he had tried some of the positive deviance behaviours on his team that I
had told him I was trying to practice and his team responded in a really positive
way. I have really tried to work with my supervisor to get some challenging tasks
so I can pass these onto my team. This has taken some forward planning however
it has been really rewarding and I find my job satisfaction has really improved as
we are working on some really challenging projects and I feel like we are really
making a difference.”
The cultural analysis phase of the study provided empirical evidence that the
modification of the middle manager’s leadership behaviours influenced the job
satisfaction and wellbeing of the employees. The statistically significant desired results
provided empirical evidence of a desired outcome in culture across the majority of the
behavioural clusters, namely; constructive, and aggressive/defensive.
The results support Drew’s (2009) research as he advocates the greatest organisations
are not built on good ideas alone, but on the behaviours of leaders who primarily and
persistently create an environment that is conducive to organisational performance.
Mulki et al (2006) assert a leader’s behaviour and leadership style directly influences
the job satisfaction and attitude of employees.
The outcome of the anecdotal and empirical evidence from the study supports the notion
of culture as a variable which is able to be influenced. Given these findings it could be
suggested that Smircich’s (1983) definition of culture as a variable aligns with this
outcome suggesting a cause and effect relationship of the independent variable of ‘the
influence of middle managers’ on the dependent variable of ‘organisational culture’.
6.6

Conclusion

This chapter has provided a comprehensive discussion of the findings outlined in
Chapter 5, and their significance as they relate to the current body of knowledge. The
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empirical evidence provided by the study found organisations are able to minimise the
negative impacts of organisational structural change on organisational culture, through
the use of a participative opportunity-centred approach to change. Second, the study
suggests a cause and effect relationship between the identification and replication of
positive deviance behaviours, and the constructive behavioural styles of humanistic and
affiliative behaviours. In summary, these findings are significant as they substantiate the
relationship of the independent variable of ‘the influence of middle managers’ on the
dependent variable of ‘organisational culture’.
The practical and theoretical contribution to the current body of knowledge of these
findings is discussed in detail in Chapter 7.
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7 RECOMMENDATIONS AND CONCLUSIONS

7.1

Introduction

The previous chapter discussed the findings from the study in detail. The study
predicted through the replication of positive deviance behaviours, middle managers
would influence the organisational culture in the context of organisational change. The
study explored a research design examining variables of an opportunity-centred
approach to organisational culture change. This approach found the combination of
variables of replication of positive deviance behaviour at the hierarchical level of
middle manager, can positively influence organisational culture. This chapter expands
on these findings, asserting the study’s contribution to theory and practice, limitations
of the study and future research recommendations.
7.2

Contribution to Theory and Practice

The focal purpose of the literature review was to identify gaps within the current body
of knowledge and consider the connections between the key concepts of leadership,
organisational culture and organisational performance. This led to the development of a
conceptual framework of organisational culture change which resulted in findings
which have contributed to theory and practice in a number of ways.
7.2.1

The Impact of Change on Culture

Organisational change typically results in detrimental effects on organisational culture,
employee satisfaction, well-being, and performance. Little empirical research has been
undertaken

into creating organsational change interventions which consider the

negative impacts on organisational culture. This study demonstrates a method of
intervention, through positive deviance, which not only stabilises the organisation’s
culture, but actually improves it by considering employee satisfaction, well-being and
performance. This outcome makes significant theoretical and practical contributions to
this field. From the perspective of a practitioner, a method for organisational change is
explained and empirically tested which will assist in ensuring any organisational change
initiative considers and explicitly manages organisational culture throughout the process
of change. From a theoretical perspective, this thesis introduces a new factor into the
change-performance dynamic. This needs to be explored through additional research,
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particularly in different organisational contexts, however this thesis makes a valuable
contribution to knowledge, opening the door to further research on the role of positive
deviance in change.
7.2.2

Mixed Method Use of Cultural Analysis Tools

Organisational cultural analysis tools traditionally measure culture in either a qualitative
or quantitative way. This study utilised the OCI as a mixed methods tool. The use of a
single cultural analysis tool to measure both qualitative and quantitative effects of
organisational culture change is a contribution to knowledge as there are limited studies
which apply a mixed methods approach to a single cultural analysis tool. This outcome
makes significant theoretical and practical contribution to this field. The practitioner has
a mixed method tool providing a one-stop intervention and analysis tool providing
easier determination of the cause and effect relationship between interventions and
outcomes which theoretically provides added rigour and validity to the outcome.
7.2.3

Identification of a Social Effect

The study found a potential social effect. Of the behaviours identified by the middle
managers as positive deviance behaviours, a significant majority came from behaviours
contained within behavioural styles which are believed to be acceptable social norms
and schemas in the Australian social culture. Achievement and self- actualising are
behaviours which are perceived by Australians as behaviours displayed by tall poppies;
“a tall poppy is a person who is conspicuously successful” Peeters, (2003, p.22).
Australian’s cut down tall poppies and belittle their achievements. Individual
Australians do not want to be perceived as a tall poppy (Peeters 2003). A contribution to
practice is made by this study by providing insight into the impact social effects have on
organisational culture and the requirement for a cultural change design to consider these
nuances within the analysis of subcultures.
7.2.4

Impact of Opportunity-Centred Change Design on Organisational Culture

The study provides assurances to organisations and practitioners that positive cultural
change can be achieved even whilst major organisational change is occurring, utilising
an holistic opportunity-centred organisational change design. Opportunity-centred
organisational change design seeks to find solutions and not problems and is implicitly
participative in nature. This finding provides a practical contribution. The practitioner
has an approach to organisational change which is explained and supports the potential
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for successful and effective change which does not negatively impact on organisational
culture.
It is unlikely that any single approach, including this one, is adequate to meet all
organisational needs every time, however the research design for this study sought to
establish a research framework which is flexible enough to be utilised across most
organisations.
7.3

Study Limitations

As with any study, this study has limitations that must be acknowledged when
interpreting the reported results. It is also important to ensure that readers appreciate the
boundaries of the study. In particular, this study refers to the connections between
leadership, organisational culture and organisational performance. As discussed
previously, the scope of the study did not include the measurement of organisational
performance. The reasoning for this is two-fold.
One, the definition of organisational performance is wide and varied and contextual to
individual organisations causing difficulties with the definition of organisational
performance and therefore verification of the cause and effect variable. Liu & Fu (2011)
state the definition of organisational performance is different depending on the nature of
the industry and mode of profit the organisation operates in. Therefore organisations
cannot be measured with a single indicator, nor definition of organisational
performance. Second, the research framework for this study is designed to be flexible in
its approach and therefore able to be used across different organisations and contexts.
Therefore, as discussed above, the inclusion of organisational performance in the
research design introduces complexities which cannot be replicated across organisations
due to the definitional and contextual variations.
Although organisational performance was not specifically measured as part of the study,
the association by Jones (2006) clearly postulates the connections between leadership’s
influence on culture as a variable, impacting on organisational performance. High
quality relationships and trust are conducive with employees wanting to help the leader
over and above their job description, thus creating a positive and engaging
organisational culture and ultimately organisational performance. Walumbwa (2010)
found this relationship an imperative for organisations “seeking to leverage their human
capital to optimise organisational performance” (p.902).
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This study was a single organisation case study in a local government context. This may
be considered as a limitation of the study as the results do not allow for comparisons
between local government organisations nor the private sector. However, in determining
the research design, Yin’s (2013) view of single case study design was considered. Yin
(2013) describes multiple case studies as “sacrificing the in-depth and contextual nature
of the insights inherent in using the case study method in the first place. The goal of a
case study is to probe a case and its context in-depth” (Yin 2013, p. 325).
The researcher as practitioner and the middle managers themselves also represent
limitations. It is acknowledged that in utilising an emic approach to research, the
researcher brings biases and prior experience that may impact upon the research
outcomes. The historical relationship the researcher has with the middle managers also
present limitations as this may be a variable which cannot be replicated across
organisations by other researchers. The researcher in this study was familiar with the
industry and therefore was able to relate to the terminology and concepts being
discussed by the middle managers. This has advantages and disadvantages in respect to
the researcher having a predetermined level of credibility and relationship with the
middle managers, however conversely the researcher had knowledge which may have
added bias to the research outcomes. As previously discussed in the methodology an
emic study design provides understanding of a phenomenon from the research
participants point of view. Harris (1976) states, “Observing what people do during the
natural course of behavior …. events leads to etic not emic distinctions. Of course it is
always possible to make inferences concerning what is going on inside of people’s
heads from purely etic data. But as so many others have insisted, strangers who do so
will be led astray by their own projections” (p-336). Please note the emic study design
was discussed and approved by the University of Wollongong Human Research Ethics
Council
7.4

Future Research

Future research is recommended in the areas of some of the identified limitations of the
study, namely a longitudinal research design, the case study being extended to include
other public and private sector organisations for comparisons and to test the validity of
the generalisation of the research design.
Becker (2007) refers to a variable within her study on unlearning, that may impact on
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the outcomes for individual middle managers, namely; emotional intelligence. Prati et
al. (2003) explains, “Emotional intelligence reflects the ability to read and understand
others in social contexts, … as such, it represents a critically important competency for
effective leadership and team performance in organizations today” (Prati et al 2003,
p.1). It is recommended further research be carried out in relation to testing the validity
of the intervention; has the emotional intelligence capacity of the middle manager add
another variable to increasing desired organisational culture?
Finally, to further test the theory behind the research design in respect to the leaders
with the most contact points of influence across the organisation being the most
effective in influencing the organisational culture, it is recommended other levels of
leaders within the organisation be included in the study to compare outcomes between
the different levels.
7.5

Study Summary

Leadership

influences

organisational

culture

which

influences

organisational

performance. All organisations seek to be effective based on their mission whether they
be a not for profit or for profit organisation. This study supports the findings of other
research in that effective organisations have positive leadership and in turn a positive
organisational culture. Leaders who have many points of contact for influence within
the organisation, may have the best possible opportunity to influence organisational
culture by interpreting organisational strategy set by the executive into operationally
based outcomes. This study highlights the requisite for organisations to understand
when implementing a cultural change initiative, who are the influencers of cultural
change and how cultural change is best achieved. Organisations should ensure the
cultural change initiative is a ‘respectful’ opportunity-centred approach, implicitly
incorporating the understanding and analysis of subcultures and their nuances. This
study’s approach is guided by a sum of the parts philosophy whereby each leader is
provided with the opportunity to identify, understand and replicate positive deviance
behaviours in the organisation and influence the culture within their individual teams
and ultimately the overall organisational culture.
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APPENDIX A – ALIGNMENT OF ALL MIDDLE MANAGERS FIRST
INTERVIEW RESULTS CODED AGAINST BEHAVIOURS CONTAINED
WITH THE OCI ‘CONSTRUCTIVE’ BEHAVIOURAL CLUSTER
Constructive
Behavioural
Styles

Examples of Behaviours
aligned with the Constructive
1
Behavioural Cluster in the
OCI

Humanistic
Affiliative
Achievement

Gives positive rewards to
others
Helps others to grow and
develop
Encourages others
Helps others think for
themselves
Resolves conflicts
constructively
Good listener
Takes time with people
Involves others in decisions
affecting them
Shows concern for the needs of
others
Supportive of others
Treats people as more
important than things
Good human relations skills
Share feelings and thoughts
Shows concern for people
Open, warm
Deals with others in a friendly,
pleasant way
Motivates others with
friendliness
Cooperates with others
Tactful
Thinks in terms of the groups
satisfaction
Takes moderate risks
Shows enthusiasm
Takes on challenging tasks
Explores alternatives before
acting

2

3

X

4

5

X

X

6

7

8

X

X

9

X

X

X

X
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X

X

X
X

X

X

Self Actualising

Sense of accomplishment
Pursues a standard of
excellence
Thinks ahead and plans
Sets moderately difficult goals
Knows the business
Works to achieve self set goals
Thinks in unique and
independent ways
Enjoys their work
Open about self
Communicates ideas
Maintains personal integrity
Does even simple tasks well
Concerned about their own
growth
Resists conformity
Quality over quantity
Spontaneous

X

X

X

X

X

X

X

X

X
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APPENDIX B – EXAMPLE OF INTERVENTION PLAN
Middle Manager
Objectives of coaching

Humanistic

Middle manager 3
To understand and replicate identified positive deviance
behaviors to influence organisation culture positively
Measures of success
A positive difference between the means of the baseline
and post-test results of the OCI
Coaching Session 1
Date : August 2013
Positive
Deviance
Gives positive rewards to others
behaviours identified
X
Helps others to grow and develop
X
Encourages others
X
Helps others think for themselves
X
Resolves conflicts constructively
X
Good listener
X
Takes time with people
X
Involves others in decisions affecting them
X
Shows concern for the needs of others
X
Supportive of others
Treats people as more important than things
X
Good human relations skills
X
Share feelings and thoughts
X
Shows concern for people
X
Open, warm
X
Deals with others in a friendly, pleasant way
X
Motivates others with friendliness
X
Cooperates with others
X
Tactful
X
Thinks in terms of the groups satisfaction
Takes moderate risks
X
Shows enthusiasm
X
Takes on challenging tasks
X
Explores alternatives before acting
Sense of accomplishment
X
Pursues a standard of excellence
X
Thinks ahead and plans
Sets moderately difficult goals
X
Knows the business
Works to achieve self set goals
Affiliative
Achievement
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Self Actualising

Thinks in unique and independent ways
X
Enjoys their work
Open about self
X
Communicates ideas
X
Maintains personal integrity
Does even simple tasks well
Concerned about their own growth
Resists conformity
X
Quality over quantity
Spontaneous
Agreed actions
There is a project which is on our business plan that I am
really interested in leading. To lead this project will give
me the opportunity to involve my employees in the
identification of the process and solution and challenge
me as well as them.
Ask my supervisor if I can lead the project.
Provide stretch goals for my employees not just give them
things they already know how to do.
Coach my employees on managing conflict rather than me
constantly stepping in to resolve matters.
Ensure I say good morning to everyone everyday and take
the time to ask them about something about themselves
and show genuine interest.
Who will I disclose these My supervisor, my employees and the other middle
to?
managers in my division. Ask them to provide me with
ongoing feedback on how I am going.
Coaching Session 2
What behaviours have
been practiced from last
coaching session ?

Date : September 2013
I spoke to my supervisor and asked if I could lead the
project and she said yes.
I sat down with my employees as a team and explained
the project and asked them to think about what they would
like to do within the project and also some ideas on the
process we should undertake to complete the project.
I planned another meeting a week later with the
employees to plan the process and allocate tasks.
There hasn’t been any conflict in my team since we last
met so haven’t been able to practice this behaviour.
I have on the whole said good morning to everyone
everyday and periodically talked casually with them about
their weekends.
Were these successful When I explained to my supervisor what I was doing and
and why/why not ?
what outcomes I wanted to achieve from the coaching he
agreed to give me the challenging project.
Early days yet so can’t really say, however I feel like my
employees are still not putting forward all of their ideas in
meetings, even though I encourage them to do so.
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What feedback have you When I explained to my employees what I was trying to
had from stakeholders ?
achieve and the benefits for them they seemed to be
encouraging, however there were some cheap shots
thrown about this just being another leadership course.
Opportunities for new Early days yet – would like to concentrate on the ones I
ways of thinking and have at the moment before introducing others.
Openly reward employees for putting forward ideas and to
behaving
ensure the team has the opportunity as a whole to discuss
the idea, rather than determining whether it is a good idea
or not and shutting the employee’s ideas down.
Agreed actions
As above
Who will I disclose these As above
to ?
Coaching Session 3
What behaviours have
been practiced from last
coaching session ?
Were these successful
and why/why not ?
What feedback have you
had from stakeholders ?

Opportunities for new
ways of thinking and
behaving

Agreed actions

Who will I disclose these
to ?
Coaching Session 4
What behaviours have
been practiced from last
coaching session ?

Date : November 2013
There was some conflict in my team and I encouraged the
employees to come together and discuss the conflict. I
coached them both through what they might say and then
let them manage it
It seemed to work, however one of the employees is still a
bit quiet – I am just monitoring it. The other employee
seems OK.
I had another employee watching this conflict from the
side and saw the change in the way I managed it. They
came and saw me later and said that one of the employees
in the conflict commented to them that although it was
going to be harder to work through the conflict in the first
instance they felt that they had a better understanding of
why the other employee got upset at them and would try
to be mindful of that.
We didn’t achieve one of the deadlines for the project we
were given by my supervisor so I had to go and explain
why. I normally would have just gone in and try to defend
without first thinking about how I the conversation might
go. This time I tried to plan how the conversation might
go before I went in.
Practice planning conversations before they happen and
try to understand where the other person might come from
in the conversation. Show empathy. Ask questions like,
“is everything OK between us”, instead of more passive or
aggressive forms of language.
I will encourage my employees to do this as well

Date : February 2014
The project is nearly complete and we have been able to
get back on track. Some employees haven’t met their
agreed outcomes on the project, however the employees
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Were these successful
and why/why not ?
What feedback have you
had from stakeholders ?

Opportunities for new
ways of thinking and
behaving
Agreed actions

Did you feel you were
successful in influencing
the culture. Tell me
about
your journey
throughout the coaching
process.

worked through this and helped each other out. This did
cause some tension in the team, however with the use of
more empathy we seemed to be able to work through it.
I did take the opportunity to have a real one on one
discussion with my supervisor about what I wanted out of
my position and how we could work together to achieve
it. It started out a very clunky conversation and ended up
really positive.
I think we are becoming more of a cohesive team as this
Christmas everyone came to the xmas party except on
persons, where last year only a couple came.
A couple of my employees commented that they were
really enjoying working on this project and felt that the
team was working really well together especially on some
of the more difficult elements.
I had one of the other middle managers in my division
say to me that one their employees had noticed a positive
change in my behaviours.
I need to continue to ask for feedback and practice
planning conversations so they are based on planned
responses and not emotional reactions.
Start a network meeting with other middle managers who
want to be involved so we can share our experiences and
give feedback to each other.
Yes. An example of this is the other day one of my
employees came to me and said that he had tried some of
the positive deviance behaviours on his team that I had
told him I was trying to practice and his team responded
in a really positive way. I have really tried to work with
my supervisor to get some challenging tasks so I can pass
these onto my team. This has taken some forward
planning however it has been really rewarding and I find
my job satisfaction has really improved as we are
working.
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